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FOREWORD

State council on vocational education staff are responsible for organ-
1zing, focusing, and carrying out the activities of the council membership as
mandated by the Carl D, Perkins Vocational Education Act of 1984. This hand-
book enables couiicit staff to benefit from the innovative and successful prac-
tices of council staff in other states,

The profassion 1s indebted to Carol J. Moellman for her scholarship in
preparing this paper. Ms. Moellman has been Assistant Executive Director of
the I11inois Council on Vocational Education since 1980. Previousiy, she held
administrative positions in vocational education within the Kansas State
Department of Educatfon,

The National Center wishes to acknowledge the lead.rship provided to this
effort by Dr. Robert €. Taylor, recently retired Executive Director. Fredi
Griggs, Missouri Chair, Council on Vocational Education; Dr. mark Newton,
Associate Director, Field Services and Personnel Development Division, and Dr.
Harold Starr, Senior Research Specialist, of the Naticnal Center for Research
in Vocational Educatien, contributed to the development of the paper through
their critical reviews of the manuscript. Dr. Wesley E. Budke, Senior
Research Specialist, coordinated the paper's development, assisted by Ruth
Gordon and Sandra Kerka, Program Associates, and Catherine Thompson, Publica-
tions Specialist. Clarine Cotton, Marjorie Dellinger, Jean Messick, Sally
Robinson, and Sarah Guda provided clerical support, and Janet Ray served as
word processor operator. Joan Blank of the National Center's Editorial Ser-
vices edited the paper. '

. The author wishes to thank the following persons for their assistance in
providing suggestions for content and sample materials: - feter Johnson, I11i-
nois CoVE Executive Director; Harlan Giese, lowa CoVE Executive Director; Dr,
Donald Claycomb, Missouri CoVE Executive Director; Dr. Barbara Atkins, Michi-
gan CoVE Executive Director; Dr. John Mercer, Minnesota CoVE Executive Direc-
tor; Richard Cross, Maryland CoVE Assistant Director; Carl Herr, Pennsylvania
CoVE former Executive Director; and Will Reece, Texas CoVE Executive Director.
The author also acknowledges the support of the I1linois Councii on Vocational
Education and the entire I111nois CoVE staff for their critique, suggestions,
and overall assistance.

Chester K. Hansen

Acting Executive Director

National Center for Research
in Vocational Education



EXECUTIVE SUMMARY

This handbook is designed to be a resource for those persons employed by
state councils on vocational education. The purposes of the handbook are to
help clarify the role of staff, serve as a resource guide, and stimulate
thinking about alternative approaches, It presents alternatives, suggestions,
and examples of success,

The handbook identifies conditions that may affect council work, how these
conditions tend to influence approaches, key factors that might alert staff to
their existence, and where and how they may come into play. Therefore, alter-
natives are given and examples of states known to have expertise in the area
or that work within identified conditions are cited in parentheses as
resources.

The handbook 1s divided into several topical areas, The first, council
membership, discusses council appointments, new member orientation, getting
members involved, keeping members involved, and keeping members informed.

The second topic, council staff, discusses staff organization, responsi-
bility for staffing, staff evaluation, staff salary, and credibility.

Council finances are examined in terms of the selection of a fiscal agent,
choosing a location for office facilities, and 1nvesting in office equipment.

Council meetings, both regular and public meetings/hearings, are described
in the next chapter. The number of meetings, meeting dates, meeting location,
public meeting laws, preparing the agenda, and presentations to the council
are among the subjects covered in this chapter,

The next chapter addresses the administration and organization of council
activities., This includes coordination of activities, dissemination of infor-
mation, and staff reporting.

Liaison relationships between councils and various groups and individuals
are discussed next, Establishing such liaisons at the state and federal
Tevels is described, ‘

The chapter on policies, procedures, and practices includes examples of
items that should be addressed in personnel pelicies; examples of fr?nge bene-
fit packages provided by éouncils; job descriptions for executive director,
associate or assistant executive director, research associate or evaluation
specialist, administrative assistant or executive secretary, and secretary;
guidelines for conference participation; putting together a state council
handbook ; and establishing state council bylaws,’
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In the Tast chapter, meeting the mandates, the manner in which each coun-
cil is to fulfill the mandate is 1isted and aligned with the audience for the
information,. Suggestions to assist councils in addressing their mandated
responsibilities are also provided.
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INTRODUCTION

The State Council on Vocational Education as established by the Carl D.
Perkins Vocational Education Act of 1984 is a unique entity. Public education
and other public sector services have long been accustomed to advisory groups
of citizens or field experts, but the construction of the State Council on
Vocational Education is char‘aster’lzed by criteria and responsibilities unlike
any other,

This handbook i1s designed to be a resource for those persons employed by
state councils on vocational education. The philosophy used throughout the
handbook is that members are the council and staff work for the council. The
basis for this philosophy is derived from statements in the Perkins Act that
say, "Each State council shall . . ." and "councii is authorized to obtain
services of . . . personnel , ., , to enable it [council] to carry out its
function. . . ." Based on this concept, it is the role of the council to make
recommendations, analyze, assess, report, evaluate, and advise while the staff
performs servicas such as research’lng, drafting, providing, developing, carry-
ing out, establishing rapport, organizing, and assisting,

Historically, when councils have became rubber stamps that simply review
and approve staff work and ideas, they have lost interest, had poor attendance
records and high turnover rates, and been ineftfective as councils. The role
of staff is delicate because staff must provide leadership without dictating,
work while leading, and be movers and shakers from behind the scenes.

The handbook is designed to assist those individuais employed by the
council to help carry out the council's mandated responsibilities under the
Perkins Act. The handbook does not attempt to be a "how-to" book. The dif-
ferences among states, caused in part by the varied organjzational structures
of state government, would make such an attempt futile. What it does attempt
to do is present alternatives, suggestions, and examples of success. Its
flavor is one of "you might want to consider . . ." and "councils have been
successful when , , ."

The purposes of the handbook are to help clarify the role of staff, serve
as a resource guide, and stimulate thinking about alternative approaches.
While a major intent of the handbook is to assist new staff, it is hoped that
experienced staff desiring to try new approaches or facing major changes in
the system of state governance in which they work will find it useful as well.

The term council staff, rather than executive director, professional
staff, or support staff, was chosen for use in the handbook for several

1
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rasons, W The most important reason is to foster a tean approach to staffing
the councilEl . The team approach encourages alt staff members to have a clear
tnse of wwrrat the council 1s about and how staff fits into that picture, and
b understae=and the vartous functions staff must provide, State differences
ke uniforemity of staff structure impossible. How an executive director .
thoses to model individual staff responsibilities can best be determined at
the state I'Mevel, Furthermore, the reality for a council staff of two people
I that a sseparation of functions into professienal and support may periodic-
illy fall ooy the wayside to “get done what needs to get done,"

What woorks beautifully in one state may produce a disaster in another.
Wt all sta-mte councils are appointed by the same type of appointing body, not
il have thave same resources available, not all use the same kind of fiscal
ient, and r not all make recommendations to state boards having the same struc-
tire and juzmrisdiction. :

Organizz-ational structures of state goverments create differing climates
hwhich sta-ate councils must work. The handbook attempts to clarify or point
at condf tiezons that may affect council work, how these conditions tend to

Ifluence ag=pproaches, key factors that might alert staff to their existence,
id where azend how they may come into pl ay. Therefore, alternatives are given
i example=+s of states known to have expertise in the area or who work within

lentified » conditions are cited in parentheses as resources.

Councile s usually employ professional staff who are knowledgeable about
national e-education and/or employment and training. Most executive director
psitions am re filled by persons with proven administrative skitls. The hand-
ok provideses Tittle information on these areas per se, but rather focuses on
tlments of those areas that have specific application to councils. Few pro-
fssional steraff members employed by councils have experience within state gov-
¢ment, Th#he maze of bureaucracy, govermment jargon and acronyms, regutations
Wregulate regulations, agencies, and protacol coupled with the task of
larning abcaout the state council mission can be overwhelming. For that rea-
o, the hanendbook gives more attentton te providing basic information about
tht area tirdhan about vocational education or administrative stytes,

As counce=11 members appointed to the council change, new members witl bring
Wth them ne==w jdeas. Membership can change overnight ac a resuft of an elec-
thn, When  this occurs, even an experienced staff person may feel "new" again
i be In seearch of different approaches ard methods. It is hoped this hand-
bk will be= a useful resource to these staff members. '

Advice

ne plet:=e of advice that is applicable to all state council staff is to
fel free t0© call staff in aother state cauncil offices and ask far help,
Mthout a do-oubt, state council staff are mare than willtng to help each other.
. Tditionall-Ty, staffs have found time at national and regional conferences to
@l together =, They discuss new fdeas they have tried, ask for help from each
otler, anZ ce=ollectively seek approaches to resolving emerging issues,
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New staffs in particularire well s0H vised to attend thegretings , In
several parts of the country, state covmc 11 staff have met +ih other stasxtes
in locations where the bordes of sayeram1 states touch for "led-up sle==eve
sessions” and have reportedtise ta be ! helpful., Council syifserve as
mentors to each other with isense of yiia nting each other to yteed, Tok=—e
advantage of it,

Compatible = Resources

The handbook developed bythe Natiohs:al Assoclation of 3g#eCouncils . on
Vocational Education (NAS/Colf) in 1936 + 4s available to all wncil office es
and staff, It contains maillg 11sts, df 4 rectories for vesouns, legisia-=tion,
legislative summaries, definitions, acromnym 1ists, data, andiier infornzsation
useful to council staff as w|l as Membéa rs. Information in it document = 4s
not duplicated in this one. e NAS/Co'S'E handbook 1s referem throughte-ut
and should be used in concertwith this HEBhandbook.,

Another valuable resourc for counciWi¥ staff is the Amergu Society O0+F
Association Executives (ASAE), Although  the state council Fovcational
education is not an associatim, the ASISEE provides professia developmérmnt
for administration and managmnt modes &=1losely aligned to tpiof 4 statee
council. ASAE provides in-dyth trainyms sessians and Certiflation. St=mate
associations of the ASAE areilso avajlsd>Te. Several states (krmont ,
Washington, Texas, and I171nds) have Fotrand these services vabdle,



COUNCIL MEMBERSHIP

The Carl D. Perkins Vocational Education Act, Section 112 (a) and (c)
declares: "Each State . . . shall establish a State council, which shall be
appointed by the Governor or, in case of States in which members of the State
board of education are elected (including election by the State legislature),
by such boards. Each State council shall be composed of 13 individuals, and
shall be broadly representative of citizens and groups within the State having
an interest in vocational education. . . . The State shall certify the estab-
lishment and membership of the State council at least 90 days prior t5 the
beginning of each planning period. . . . Each State council shaii meet ., , .
and . . . select from among its member%hip @ chairperson who shall be repre-

sentative of the private sector. . . .

Appointments

As designated in the Perkins Act in those states having an elected state
board of education, the appointments to the council are made by the board
(Alabama, Kansas, Michigan, Nebraska, New Mexico, and Ohio). In states with
an appointed board, council members are appointed by the Governor (Alaska,
Arizona, California, Colorado, Connecticut, Georgia, Indiana, Kentucky,
Missouri, Rhode Island, Vermont, and Washington).

Process

How the appointing authority goes about making council appointments varies
among states, Staff needs to be aware of the process. As governors and state
boards change, so may the process.

A few months before council certification is needed, staff should contact
the appointing authority as a reminder of this requirement. The best approach
to finding out if they wish staff assistance is to inquire if they desire any
informatien.

State appointing authorities may ask for a variety of information. For

example, they may request a summary of all current members' involvement 1n
council activities and their attendance records. Some appoint candidates for
open positions, others may ask staff for such a listing. A list of profes-
sional and trade associations through which the appointing authority may seek
candidates is another common request. Some go directly to various types of
1ndustries for nominations. Some appointing authorities go to political party
chairs for.suggestions. Some states assure equal representation by political
parties, some do not., Others may only check to be sure potential members
vote,
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If the appointing authority asks for staff or council assistance, they may
provide it, If not, staff and council should not try to become involved,
Staff may have requests from individuals, businesses, or associations about
how they can get someone appointed to the council. These should be referred
to the appointing authority. When staff is involved in the appointment
process, caution should be taken because, if a member feels staff was
responsible for his or her appointment, that member may also feel staff is
responsible when he/she is not reappointed.

Term

The Perkins Act does not designate a specific tenure or rotation system
for membership. Previous legistation established a 3-year term, with stag-
gered terms, so that one-third of the members could be either replaced or
reappointed annually. This is a practice retained by many appointing authori-
ties. Laws in some states establish length of membership. In others, partic-
ularly those appointed by governors, a change in the political status of the
office brings a complete change in council membership, while others may
appoint a council and not change it during their time in office, State boards
tend to establish staggered rotation,

Certification

It is the responsibility of the appointing authority to certify the coun-
c1l to the Secretary of the U.S. Department of Education. A letter from the
appointing authority stating that members have been appointed pursuant to the
Perkins Act and accompanying regulations is all that is required. A compli-
ance review may require the appointing authority to provide evidence of
campliance,

Certification must be done at Jeast 90 days prior to the beginning of each
planning period described in Section 113 (a)(1). This planning period is a
S—year_period, except the initial period, which was a 2-year period,

Membership

Section 112(a)(1) of the Perkins Act describes the citizen representa-
tives to be appointed to the council. The law states they "shall be broadly
representative of cit?izens and groups within the state having an interest 4n

vocational education.” The term “broadly" has been interpreted to mean repre-
sentative by state geography, gender, racial, and ethnic groups.

In summary, the 13 members shall include the following:
Seven representatives of the private sector:

0 Five from business, industry, and agriculture inciuding--

14



-- one from small business ,
== one member (private sector) of the state's Job Training Coordi-
nating Council
0 Two from labor

Six representatives of secondary and postsecondary vocatjonal institutions
(equitably distributed) including--

0 career guidance and counseling organizations
0 special populations
0 special education
The Perkins Act requires that the council chair be selected from the pri-
vate sector members, States are further asked to give special consideration

when making council appointments with persons who serve on private industry
councils or other state councils designated by federal acts.

New Member Orientation

The 13 members appointed to the state council bring 13 medleys of experi-
ence and knowledge. As new members are appointed, they bring experience and
knowledge different from that of the persons they are replacing. State coun-
cils operate with varying phiiosophies, and states certainly possess individ-
ual differences. Nenetheless, there are a few very basic tips that may be
helpful to all staff as they design orientation.

0 Assess the individual orientation needs of each member.

0 Provide both individualized and group orientation sessions to accommo-
date individual differences. S

0 Remember that council members are intelligent individuals. Most are
experts in their fields; most have highly developed leadership skills,
They may have virtually no knowledge of or experience in vocational
education, but they will learn quickly.

Do not assume anything. Be basic, but do not insult their intelli-
gence. Don't "talk down" to them.

(o]

o Develop an orientation process that is paced or phased to avoid an
“information overioad." _

o Think of each new member orientation as the member's first year on the
council,

Call new members after the first few meetings to ask if they have ques-
tions, would 1ike more Information, or need items clarified,

(o]
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o

[o]

Promote a sense of belonging and encourage active participation from
the beginning.

Do not assume that a different viewpoint is lack of knowledge., Ask
questions to determine 1f it ic a viewpoint difference, lack of knowl-
edge, or misconception.

Avoid trying to mold all council members into a single 1ine of
thinking.

Be aware of the need for continuing orientation of all members, not
only new members.

DtjentationﬁFcrmat

~ The format selected for orienting new council members depends on the
following factors:

o

The number of new members. If one or two new members are appointed,
staff may wish to provide individual arientation. Sometimes, four to
seven new members are appointad and a small group orientation, perhaps
the day before a meeting, may be best., When the entire council is new,
the first meetings need to be used for orientation. Some states have
found a special retreat format to be effective,

Who provides orientation. Orientation is generally a staff responsi-

bility. Staff assumes major responsibility for organizing and compil-
1ng materials even if council members participate,

Involvement of council members. Council members ma§ be involved in a
variety of ways.

-~ The council chair may wish to welcome new members and explain major
activities or annual goals of the council.

-~ The past chair may be assigned responsibility for orientation.

=~ A "buddy system™ in which experienced council members work on a
One-on-one basis to assist with orientation and are available to
answer questions or clarify issues has been successful in some
states.

-~ Executive committees may meet with new members for orientation pur-
poses as well, '

-- Committee chairs may wish to describe their activities,

~= Members may work in small groups to discuss various aspects of the
council with new members, as in rotation sessions,

Mix of private sector and educational representatives. Some phases of
orientation may be needed by private sector representatives, but not by
the educational representative. The reverse is also true. 'To avoid
wasting a member's time, the group may be divided for these sessions,
To do this, the experienced council members from the private sector may

8 16




work with new educational representatives while the experienced educa-
tional representatives have a special session with the new private sec-
tor representatives,

0 Time appointment is made. When council members are appointed a month
or two in advance of when they actually begin to serve, gptions for
various formats are less Timited. New members may be invited to
observe council or committee meetings. If appointments are made only a
few days prior to a meeting, most orientation will have to follow their
first meeting. Sometimes this causes new members to feel overwhelmed.

0 Council policy. Bylaws or other policies of the council may exist that
clearly define the format and process to be used in orientation.

o Appointing authority orientation. The Governor's office staff or state
board staff may have been requested by the Governor or the state board
to meet with newly appointed members *to discuss expectations of the
appointing authority. Staff may or may not be {avited to attend.

When there are new council members who need orientation to the educa-
tional system (particularly vocational education), in addition to the coun-
cil's role and function, involvement of local school personnel may be helpful.
Staff may arrange for these members to visit or tour community colleges, voca-=
tional education centers, or vocational education departments in high schools.
This same method may be used to familiarize new members with JTPA. Local SDAs
and PIC members can be valuable resources.

Care should be taken in making such arrangements to be certain the 1ocal
personnel involved are knowledgeable, can answer questions, don't have "an axe
to grind," and understand their role in the orientation process thoroughly.
This may be a service provided by your state vocational association.

Content_and Process Outline

Following is a sample content and procass outline describing and suggest-
ing some ways in which to pace or use a phased-in approach for orientation.
The format, schedulirg, contents, and persons involved should be adjusted or
adapted to meet an individual state's situation and needs.

Phase one--welcoii@ to the councii. As soon as the appointing authority
makes new appointments known, the executive director will want to call each
new member, welcome them to the council, and provide them with basic informa=-
tion about the council. Listen carefully as new members ask questions and
tell you about themselves. This will be an opportunity to assess their
experiences and get a sense for the kind of orientation that will be needed.

The information provided in this call should be in lay language.

Steps in phase one include the following:
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Explain the basic functions of the council,.

== The council's overall ‘purpose 1s to advise and wake recommendations
that will improve vocational education throughout the state.
Recommendations and advice are given to the state board of educa-
tion, the Governor, the business community, the general pubi+- nd
the employment and training (Job Training Partnership Act Luicny)

community.

-=- Councils are established by the federal law for vocational
education.

-- Members are appointed to the council by the Governor or state
board.

== The 13 council members represent business and industry, labor, small
business, the council for employment and training (JTPA), agricul =
ture, and education. Representatives from education have expertise
1n areas such as special education, guidance, secondary and postsec-
ondary education, and working with students having special needs,

-- Vocational education is offered in the state's high schools, commun-
ity colleges, area vocational centers, and special centers for
adults that help prepare students (youth and adults) for jobs.

-- The council hires staff to help them with their efforts. Staff col-
lects information and performs administrative functions needed by
the council.

Tell them how many meetings are held each year, date of first meeting,
and about how many days of their time will be needed and explain that
expenses are reimbursed. Inquire if a letter to their supervisor or
employer to request time away from their job is needed.

Explain that orientation will be provided to better acquaint them with
responsibilities required of the council, how the council functions,
and other activities such as council committees, public hearings, and
so forth,

Let them know you will be sending them some information to review and
that the chair or other members may be contacting them.

Inquire about sending a news release announcing their appointment to
the local media,

Followup by providing them with the following--

== Council membership brochure and membership directory with names and
addresses. (They appreciate the pictures most states have in their
membership brochures,) )

-- Dates of council meetings 1f known.

=~ Summarized lay-language version of the council mandates. (NAS/CoVE
Handbook, Chapter VIII)

== Information requested.

==~ A "welcome letter" reiterating (briefly) the points of your phone
call, Copy the letter to supervisors, employers, board chairs, and
so forth as appropriate. (Send separate letter if requested.)
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== A copy of official announcements regarding appointment, if provided
by the state board or governor.

Following the phone cails to all new members, the executive director will
want to assess individual orientation needs and determine whether individual-
ized or group sessions would be best for the next phase. It mey be that indi-
vidual sessions with one or two members for part of the next phase would be
worthwhile,

If at all possible, a visit to each new member's place of employment
should be scheduled at this point. The visit may serve sevaral purposes, but
the primary purpose is to get acquainted with the new member and begin devel-~
oping rapport,

The visit reveals the council's interest in its members and praovides a
first-hand opportunity to learn more about the members' expertise and experi=
ences. The visit (scheduled in advance) should be short (about an hour) so as
not to take too much time from their work day. The lunch break may be a good
time. Part of phase two of the orientation may occur at this time, or it may
be better spent getting acquainted. The member may wish to take you on a tour
or introduce you to co-workers or employers. If other council members live
in the vicinity and can give the time, a joint visit would %e a nice gesturea,

If phase two is to be totally individualized, it may be necessary to
schedule a 2-hour block or nlan to meet before or after work so this visita-
tion can serve that purpose.

,Phage4;w9==1ntraductiggﬂ;qﬁsggteA;agp;ii,gnfvg;aticna],Egu;agjggﬁ The

ﬁ'éﬁiéntatiéﬁ'bf’cdﬁnéff'ﬁéﬁbé?é‘ta‘befaégaﬁp'1§hed'1ﬁ phase two should
include visual aids, diagrams, and one-page, lay-language descripticns for
future references (and note taking). Group orientation should be scheduled to
coincide with a councii meeting, the evening or day before. If orientation is
individualized, it should be done in advance.

It 1s recommended that phase two be presented in two or three sessions.
The sequence should be decided by the current council activities, e.g., what
will they use first? The order and selection should be on an individual state
basis. Some suggestions and a possible check 1ist of topics follow:

o Introductions. Be sure all staff members are introduced and have an
opportunity to tell ‘about their work and their interests (hobbies and

volunteer work are often sources of expertise).

o Staff., If the session is in the council office, be sure all staff
members have a chance to get acquainted with the new members. A brief
statement about how they each work with the council would be
appropriate,

0 Opening Remarks. Review, as four or five introductory remarks, the
content described in phase one.




gouncij Establishment. Describe the process by which councils are
established (federal 1aw, appointing authority, funding).

Purpose. Discuss the overall purpose of the council.

Autonomy. Explain the structure and policy set forth in the Perkins
Act (council is certified, meet tc elect chair from private sector,
determine their own policies, empley staff, and su forth).

Mandates. Review the mandated responsibilities of the Perkins Act. A
lay-language version or a typed copy of the "mandates" set up in out-
11ne form may be used (NAS/CoVE Handbook, Chapter VIII). Avoid using
photocopies of the printed Act 1tSelf. The format is continuous and
difficult to follow for people who do not read legisiation routinely,
An abbreviated 11st of key words on a visual aid might be helpful for
discussions and interpretations.

Federal Reporting. Describe the relationship to the U.S. Department of
Education for compliance and reporting. Include reporting rasponsibil-
1ty to the U.S. Department of Labor. Although there are no reporting
requirements to the National Council on Vocational Education, this may
be an appropriate point at which to describe its mission briefly.

Perkins Act. An overview of the Perkins Act will be necessary., Again,
use an executive summary such as the one ir Chapter VIII of the NAS/
CoVE Handbook. The descriptive summary (also in Chapter VIII) probably
has too much detail at this point, but may be useful later.

Activities. Highlight the major on-going activities of the council
and/or recent activities to give them a sense of what the council dues.
Public hearings, special meetings with the state board, retreats, and
other annual events are examples. Provide new members with copies of
councll reports and newsletters as il1lustrations and later review.

Committees. Distribute a list of councii committees with a two or
three sentence description of their major roles. List corresponding
activities. Describe the structure and how it fits into the overall
picture. Encourage committee chair to make this presentation,

Plan _of Work. If your council has a plan ef work, it will contain
activities and committee work. If it is a very detailed plan of work,
a summary page highlighting 1ts contents should be used to introduce
1t. The time period of the plan of work should be clear, e.g., one
year, two years,

Policies and Prccedures. Bylaws and policies and procedures adopted by
your state's council should be brought to the attention of new members.
Distribute copies if they are not in a council handbook. A quick over-
view of these is all that is necessary, as they can best be absorbed
when read at the member's leisure.
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Wnen it is important that the new member be familiar with some of these
policies because they relate to an agenda item or activity in which the new
member will be involved, staff should call the new member in advance, point
out the activity and the policy that is applicable and suggest they may wish
to familiarize themselves with the policy if they have not had an opportunity
te do so. This may save the new member (and staff) later embarrassment.

o Coordination with Others. Highlights of how the state council works
cooperatively with other organizaticns, agencies, associations, coun-
cils, and individuals should be mentioned. A few examples will be suf-
ficient. Most state handbooks have a section for later reference. The
NAS/CoVE Handbook, Chapter V may also be useful.

o Involvement. Suggest that new council members begin to think about how
Ehey wi ‘it into the overall scheme of council activities and with
what committees they may wish to work. Suggest they visit with other
council members about various activities, They may want to attend some
committee meetings or participate in committee conference calls before
deciding. Suggest they take twn or three months to decide.

Issues/Topics. Have new members suggest several topics, areas of con-
cern, or issues that affect vocational education. These may be eco-
nomic development, technology advancement, unemployment, basic academic
achievement, dropout rates, career choices, labor market information,
special needs populations, and so on. Take a few minutes to discuss
some of these with the new members. Their discussion will provide
insight into their experiences.

(@]

o Organizational Structures/Terminology. Review a short information page
including items and explanations on topics such as (1) state vocational
education enrollment; (2) types of institutions delivering vocational
ecucation; (3) levels of instruction; (4) vocational/occupational/
career/technical/adult education; (5) JTPA/Job Training Coordinating
Council/employment and training; (6) 1ocal advisory councils; (7) state
vocational education staff/state director of vocational education/state
plan; (8) national vocational education staff and National Council on
Vocational Education; (9) vocational education associations at state
and national levels. (Chapter X of the NAS/CoVE Handbook may be help-
ful in compiling this.) Suggest they may want to have the Handbook
with them at the first few council meetings as a reference.

o Council Finances. Describe the budget in broad terms including state
and federal resources, fiscal year, budget process (member role), and
major categories such as (1) personnel; (2) facilities, equipment, and
suppiies; (3) travel; (4) research and studies; and (5) printing.

0 Travel and Reimbursement. If possible, have the staff person respon=
sible for processing reimbursement forms explain the procedure. Have a
sample form for reference plus a list of allowable expenditures,
limits, required receipts, and other rules they need to know. Walk
them through completing the information. Be sure they are aware of the
approximate time needed to receive reimbursement payment.
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0 State Handbook. If your council has a state handbook, highlight its
contents. (Its contents may provide the order and framework for pre-
senting phase two information.,) State handbooks are highly recom-
mended. The NAS/CoVE Handbook may also provide useful information
(Chapters v-X), particularly if your council does not have its own
handbook. Explain that these sources have additional, in-depth infor-
mation they will find helpful. If phase two is presented in two ses-
sions, you may wish to hold the NAS/CoVE Handbook until the second
session.

Frovide new members with additional publications, past minutes, a short
list of popular acronyms, and other materials for their review and use In
understanding the functions of the council and their role as members. (Some
of this may not be in the state council handbook.) Suggest that, if questions
arise as they read through the materials, they call the office or other coun-
cil members for clarification or discussion. Provide information regarding
telephone charge cards and/or collect calls.

The participation of experienced council members in the orientation is
helpful to new members. It provides variations in the presentation and exem-
plifies that all of this information will make sense, _Further, it is symbolic
of the level of council involvement you want to establish, e.g., the members
are the council; staff assist in achieving goals.

Plan to meet with new members a few minutes after their first council
meeting to clarify points or answer their questions. At the first meeting
attended by new members, the chair may wish to remind experienced members to
be careful about the use of Jjargon and acronyms. A few background statements
to introduce each agenda item may also be helpful. Staff should be alert to
points of clarification needed throughout the meeting.

New members should be introduced at their first meeting and be asked to
tell something about their work, interests, and so on. Self-introduction gets
them i1nvolved immediately. Returning council members should follow the same
pattern in introducing themselves. Schedule coffee and rolls 20 minutes prior
to the meeting as a "meet new members® session. It should be informal, saving
fomal introductions for the council meeting.

Phase three--in-depth orientation. Staff should keep in mind that council
members do not deal with council activities and vocational education and
training policy issues on a day-to-day basis., Council members are involved in
their own 1ine of work, which is interrupted 7-10 days for council meetings
and 4-8 days for committee meetings or other council activities. Councii mem-

bers have to shift their thinking and rely on a great deal of recall. Council
teminology and processes are not second pature to them, For this reason,
staff wi]%yfind orientation to be an ongoing process for all council members,
not a once-a-year activity for new members.

Staff should encourage the council chair, committee chairs, and others to
point out the relationship of new activities or issues to council mandates.
The thrust of the Perkins Act, JTPA, or other state policy relevant to the
topic may also need to be reviewed. These rationale statements can be brief,
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but they should establish both a framewnsrk and a point of reference. Staff
should not expect council members to have instant recall of previous discus-
sions, consensus, or actions. A few relevant notes to be used by the presentor
would be helpful.

There are areas in which the council becomes involved periodically, per-
haps once or twice a year or even less if the council's plan of work is based
on its 2-year reporting cycle, Some of these areas will require orientation
at the time they are to be addressed. An awareness level will anerge as new
members review past minutes and reports. Most will develop awareness as com-
mittees report. Brief explanations may be part of a terminology list in the
state's council handbook or may be presented when they are secondary to the
topic.

Providing an in-depth orientation for an area that will not be on the
agenda for six months or a year represents poor timing. To phase in the
orientation allows council members to have the necessary comprehension by the
time they need to take action. The "time to teach” theory is probably the
most appropriate advice to be given for phase three or in=depth orientation,

In phase three, the definition of a new member changes. A new member is
riow one who has not previously been involved in a particular aspect of council
activity.

Examples of the kinds of topics that are part of phase three follow with a
brief explanation:

0 State Plan., Because all activities of the council will be feeding into
the state plan for vocational education, this area is a "natural” for
phased-in orientation. It can be dealt with in natural segments.

o Funding and Funding Formulas. Orientation about vocational education
funding may be provided in a variety of segments. Examples include
(1) sources and appropriations of funds, i.e., state, federal, local;
(2) allocations, i.e., regulations, governing how they are to be desig-
nated (and not designated) by purposes such as inservice, level, pro-
gram operation, special populations, administration; (3) distribution,

f.e., formula, grants, reimbursement.

Accessibility. The topic of accessibility may be broken down into seg-
ments for orientation purposes, One segment is accessibility to pro-
grams of an individual's career choice. Other segments might be
related to target populations, to rural areas, and/or urban areas, or
as affected by local policies for transportation, or graduation
requirements,

(o]

o JTPA, For initial orientation purposes, states have found a basic
overview of JTPA with concentration on the 8 percent set-aside for edu-
cation to be a good first step., Reports to the council from Job Train=-
ing Coordinating Council (JTCC) representatives are effective as aware-
ness orientation, The initial orientation is intended to help members

15

23



see how their responsibility for evaluating coordination between JTPA
and vocational education might be addressed.

0 State JTCC. Council members who are also members of the State Job
Training Coordinating Council will want to provide new members with
Information about the JTCC and its relationship to the State Council on
Vocational Education.

0 Target Populations., The first step toward orienting council members
about the reTevance of target pepulations to vocational education is to
acquaint members with the types of target groups (disadvantaged, handi-
capped, single parents, dropouts, dislocated workers, ethnic and racial
minorities, displaced homemakers, teen parents, older workers, and
inmates of correctional facilities).

o lLabor Market Information. The role of the State Occupational Informa-
tion Coordinating Committee (SOICC) 1n coordinating labor market infor-
mation used by not only the state council, but also agencies and pro-
grams preparing people for employment, may best be presented by SOICC
staff., If the council Kas a representative who attends those council
meetings, that person should be asked to participate,

0 NAS/CoVE. Council members who participate on committees and subcommit-
tees of NAS/CoVE may wish to provide information to new members about
the national association. Those who have attended regional and
national meetings can share those experiences. The NAS/CoVE Handbook
is an additional resource designed to be informative about the associ-
ation, its committees, and how it functions.

i Phase four--follow-through. If staff thinks of orientation as ongoing and
"a time to teach,’ follow-through will fall into place readily. Some sugges-
tions that may serve as reminders follow:

0 Work with newly appointed members individually for the first six
months, whenever possible. This can be accomplished by phone calls;
lunch or breakfast meetings as staff travels through their vicinity;
getting together at other functions, such as conferences to discuss
council work; or meeting prior to council meetings.

0 Be cognizant of their background knowledge and experience related to
current council activities.

0 Review agenda jtems with new members in mind. Call them in advance to
Efoyide them with background information other council members will
Nave to which they have not yet been exposed, Direct their attention
to materials you have given them that they may wish to review before
the meeting.

0 Provide them with council rationale pertinent to existing council posi-

tions on various issues (i.e., how/why did the council choose the posi-
tion). If the council has an ongoing major research topic, new members
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May appreciate an explanation about why the council chose to study that
topic.

0 Suggest they keep a list of terms or issues brought to their attention
about which they would like more information,

0 Ask (frequently) for feedback as to the extent they feel they are get-
ting a feel for what's going on and how tomfortable they are with their
involvement, :

@ Request suggestions for improving rew member orientation, i.e,, ask
them to evaluate it.

Getting Members Involved

The extent to which zouncil members take an active role in council activ-
ities depends on many factors, Perhaps the most influential factors have to
do with council tradition and staff encouragement. A new member who may be
feeling somewhat lost in this new venture may hesitate to take the lead when
no one else is participating. The stage can very quickly be set for the staff
to become the council and the members to become the rubber stamp. This sec-
tion suggests ways to involve members and align activities to various
Situations.

Many members appointed to the council view themselves as lay people and
view staff as the professionals. This may be true, but the intent of the
Perkins Act is very clear. The act intends for the council to advise, recom-
mend, consult, and so forth. It further clarifies that staff may be secured
to "provide services to enable tiie council to carry out its Lcouncil] respon-
sibilities.," The Perkins Act is not seeking views of staff that have been
verified or validated by councitl members; 1t seeks views of members.

In order to make advice and recommendations, council members must know
what is going on--this requires involvement. It is the staff's job to help

them get involved.

Getting members 1nvolved can be a very delicate task. Staff must be
mindful that members are volunteers who have full-time jobs (in most cases),
staff must also recognize that members have reasons for accepting their
appointments. Usually, that reason 1s founded on a sincere interest in high
quality vocational education programs that can help their state's citizens be
successfully employed. What you have is a group of 13 people who want to do
something, but have 1imited time in which to do it.

As "managers" of council work and activities, staff must get members
intrinsically involved with limited use of their time. There are a variety of
ways to do this, but it is important to know your council members so you can
best tap into their interests, expertise, and abilities,
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By and large, the members representing education tend to be more available
to take an active part in council activities than are private sector represen-
tatives. In part, this is because a very direct relationship exists between
their jobs and the activities of the council. Their involvement provides
direct professionai growth opportunitiss for their careers. Their anployers,
who represent educational institutions, usually feel that through their per-
sonnel, thelir institution has representation on the counciil. Released time
for member participation 1s considered professional courtesy. Positive
imgac?i of the council provide direct benefits to the institution and the
individual.

Educators are accustomed to the process of education. If 1t moves slowly
where change is concerned, they understand this., on the other hand, private
sector members sometimes express frustration with the process and its inherent
ability to be slow in Implementing change.

Private sector members may not be as free to participate in council activ-
1ties as are the educators. They may be able to attend meetings, but may not
be available to attend conferences, seminars, or serve as council Tiaison
representatives to anot'ier agency or board with whom the council works because
of the time commitment,

Even though private sector members may believe it is important for council
members to participate in a variety of educational activities so as to be
visible and well Informed, they often beljeve the educational representatives
should assume these responsibilities, in addition to serving the council,
because they can profit directly. On the other hand, some private sector
council members may want to represent the council at educational conferencey
so they can better understand what 1s going on and foster the partnership
concept,

Generally, both the private and public sector council members want to be
active members, If they are unable to miss work to attend activities, there
are other forms of involvement and ways they can contribute, Encourage the
use of teleconferencing for committee meetings to avoid time away from work.
Some councils appoint committees by geographic location to shorten travel time
for attendance at committee meetings. Staff should be alert to this, working
to capitalize on individual interests and expertise in a variety of ways.

Staff may encourage council chairs to ask each council member at the
beginning of the year to (1) select one outside activity that will contribute
to the council's affectiveness and (2) make a commitment to provide that ser-
vice to the council. This helps those members who have Timitations for time
away from work, because they can select their own activity and feel they are
doing something for the council,

In addition to attending council and committee meetings, members can be
active and get involved in many ways. Following is a listing of a variety of
activities that jnvolve council members., Some activities may traditionally
have been done by staff, but perhaps a rethinking 1s in order 1f we truly
subscribe to the "members are the council and staff are theipr enpl gyees”
philosophy.
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Public Hearins encoursage members to:

Serve on the hearir=ig panel

Prepare qustions t==0 be addressed by presenters

Secure Toul of fici *als to welcome participants to the hearing
(chief exeuutive of ~ficer of industry, mayor, legi slator, local

Review heiwlg test -imony and select key statements for use in coun=

"—offee break"

aison Relatjmship BL_111ding encourages members to:

Make presemitions a=bout the council and issues in vocational edu-
cation to ¢lvic orgm=nizations and professional/trade assocjations

Represent thecounci *1 at meetings of a particular group (S0ICC,
school board issocia=mtion, principals’ association, state board,
cammunity cllege bo.-ard, and so forth) with which the council works
cooperatively and re =port council activities to the group and make

Represent th counci™1 as a panelist or a panel reactor at

Distribute phlicaticmons in council exhibit booths at conventions
and solicitpinions on various vocational education issues from

Help to adwis the bueasiness community by preparing articles for

professionalid tradede publications that encourage partnerships
between the lisiness community and vocational education

Participate m jocal advisory councils and private industry coun-

Recommend co#rkers — to serve on PICs and local advi sory councils

o
<
© locate fadlities =or hearings
< Contact dnlividuals= to testify at hearings
o
advisory cuncil mer-mber)
o h 2
cil publicitions
o Make arrangments fcor media coverage
o Get a sponyr for
L3
)
to advise ti genera=al public
0
regular reprts back to the council
0
conferences
0
those who visit the =>o0th
0
0
<cils (PICs)
0
)

Make awards pesentat—dons on behalf of the council



0

Write letters to representat-—ives and senators expressing their
views on vocational educatiorm

Serve as the council's repressentative on ad hoc committees of the
state board, the state's JTCCT, the governor's office and others,
keeping the council qpprised of the activities and soliciting
council input

Bring greetings to cwnference=s on behalf of the state counci]

Council Publications encour age mrembers to:

Assist with editing, reviewirmeg, and providing suggestions to staff

Write articles or editorials For newsletters

Prepare introductions, forewo ds, or preface material for publica-

Solicit guest editorials for «<ouncil newsletters

Distribute council plicatijoenms at meetings they attend to assist

Committee Activities encourage me=mbers to:

Call or send a brief list of t=heir views in advance if they cannot
Divide responsibilities into & ndividual tasks so members can each
make a contributionad elimir=ate the need for several meetings

Set up a teleconference speake=r phone for a member who cannot
attend, but could participate by phone

0
for final preparatiom
[&]
é -
tions, as appropriate
)
)
in reporting to thepblic
0
attend
)
)
)

Offer to hold meetings in thef™ r places of business

Council Meetings encouryge member—s to:

0

0

Secure presenters touddress s- pecial topics at council meetings
Offer to hold council meetings  in their places of work

Serve as panel members to reac—t to speakers or to ask questions for
further clarification

Secure media coverag for topiecs being discussed that may be of
particular interest to the pub™11c

Review and highlight informatiaon and reports received by the coun-
cil to reduce the volule of re=ading required by all members
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0. Report on conferences at=tended

0 Highlight information to councii #r~ om their trade and professional
journals

Keeping Members In wolved

On ce members are involved in council activ-itles, it is esserrtial that
their T nterest and involvement cont inue. The =ingle most imporfant factor is
that t hey feel their time and effor-ts are beingg used effectivels .

Comancil metings, like any other meetings, must have a purpo se. Meetings
should be scheduled to carry out the objectivess of the council. If attendance
dwindl exs, staff may wish to review the agenda for important issuaes, signifi-
cant d¥ scussions and reports, and action items—

From tim to time, staff may need to ensure that members arex apprised of
where & discussion is leading or why a report =¥ s being presented , e.g., how it
fits irrto their plan of work. Pointing out it= relationship to mandates or
conci¥  objectives may be necessary . This is b>est done through +the chair or
varlous= comittees,

Rea ching conc Tusions or identifying major points at the close of agenda
itens may be helpful to staff as thexy begin to prepare reports of the council.
Metbers will recall these statement= and recogrs ize their ownershkip, rather
than feeeling it is a staff report,

Mo=t of the suggestions for getfing members 1nv01vedxapp”!y to keeping them

involveed. Proper orientation provides them wit h the knowled ge necessary for
establ¥ shing meeting agendas that wi 11 foster | nterest and commi tment.

StaFf can further encourage memb>er particip ation by adhering to the
followli ng guidelines:

o Don't represent the council at the head “table or on the speaker's
Podim at a conference where council memiders are in the azadience. A
member should represent the c ouncil whensver possible.

0 Be sure all members of the council who amre present at a conference
{ particularly state education conference=) are introduced at a general
session, Staff may have to contact the conference chair & nd suggest
< his be done, :

0 Have council members instead of staff ses~ve on panels or make presenta-
T 1ons to metings of other groups with wraom the council wo rks coopera-
T ively, vhenever appropriate,

0 Offerto assist members 1in prewparing presentations. If threy don't need

or wnt your assistance, leave them alone=! Offer to help prepare or
duplicate handout materials.,
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o0 Involve mmembers 4n councl! staf=f presentations and workshops when they
are 1nt ne aui &nce. W't su—prise them: talk with them inuvance,
If you d3d not know thy would be in attendance, introduce thn and
involve E=hen in questim-answer— sessions as appropriate.

0 Do not represen™= the conci] i1f~ a member is available to do s,

0 Have memt>ers mak<e and receive res=cognition on behalf of the comeil,

Keeping Mer—mbers Informed

Sending info rmatiorz to council memE=>ers and keeping them informed my be
two different therings, A randm 11 oB=F members would probably indicite that
some members th¥ nk they- get tomuch I—iformation while others don't think they
get enough, Thee best solution nay be t=o organize information so they know
what they receive (add staff kows what== they have sent), why it was sent
(reTevancy), and what t © do with 1t (w=zere/how to file 1t]. They canthen
decide whether o r ot t © studyit.,

Keeping memb ers infeo rmed 1 Importa=nt, but it is also a very time
consuming activity for sstaff. Staff se=T1dom have time to read carefully every=
thing that comes 1into tFre of fice, Addi tional time for studying, summrizing,
and reporting is nearly impossible. Th e result is that most counci] staff
then select what 1s sen= becaus member—s complain it's too much and they can't
read it all. T™¥s is uraderstanable. - The time that members give to the
council is voluntary ancd may detract fre.om their own professional develgpment.

A word aboyt "select= ing"~-it can be risky. If we select materials related
to specific concerns or dssues being adedressed by the council, we maybe sat-
isfying the "relesvancy" criterim, but wave are omitting information abut what
may be emerging o r the d4rectios being taken in other areas that may ulti-
mately affect comncil irm ¥tiativs, Wher— council members have limited Kcess
to information, t heir fo <cus may become rEmarrow and short-sighted,

A second risk 1is the tendenty towards selecting those materials that
reflect staff or <ouncil positim, If memembers are not exposed to other points
of view, staff may be theought @ilty of persuasion or manipulation, Tis
omission may also cause #he councl] to t-ake a short-sighted position, The
"other point of view wi'g 1 emerge, and t he council may find themselves pub-
Ticly admitting they did not giw consid- eration to all facets of the {ssye.

This brings us back =0 the cncept o=F organizing information to fallitate
councll review from atimse Concegt and a  comprehensive perspective,

Four general a reas of informtion nee=d to be organized:

1. Routinely receiveed 1nfomtive dcocuments such as newsletters, research
studies, publicat fons, dita, and  reports.

Information abwt “"what's happeni® ng now," which may include Tegisla=
tive information, state bard act=1ons, or other information that helps

=
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members keep up to date. ThtimelES ness of this information is
cructial,

Council functions, such as metings of committees, information about
forthcoming activities, hearigs, aremd other council operations that
need to be communicated to mbers.

Meeting information (see thethapter— dealing with council meetings,

establishing an agenda, etc.,for m : re information).

Methods of Informaticn Management

[»]

Use a stamp on the outside ofthe enveselope. Check the appropriate
categories as to what is enclued and any actijon required:

== For your information
-=- Urgent

- Review and respond
== Committee information
~ Meeting materials

Direct information to appropriie comm=iittee members instead of all
council members. '

Establish a schedule for mailiy such as once a week or every two
weeks, :

Mail only meeting and committermeetin =g materialc c:stribute all other
undated information at councilmeting :s.

Ask other groups to make directmiline g to council themsel ves in lieu
of asking the council office tdistrif bute materials for them. Request
that the council office be inclied on  this mailing list. The state
board, special interest groups,ind otZ her agencies may have multiple
copies for distribution. If th inform=nation is not dated, it can be
distributed. at meetings,

Establish a file with an exact wplicamtion and date of all information
mailed to council members, Ke¢ythe f¥ITe in a central location for
quick reference by all staff shild a c—ouncil member call to discuss
1t. Establish separate files fy mater—ials sent to each committee or
to individuals.

Include an "information packet wiew”" as part of each meeting agenda,
Identify an appropriate councilmember to present highlights (not to
exceed two minutes) or points of specia=1 interest for each item of
information. This will help comil memmmbers select materials they wish
to read thoroughly at a later de and provide them with the "thrust"
of information they do not read, For e--xample, one member might review
all newsletters received from asciatis ons for administrators. Their
report would help to inform the uncqil of major issues of concern to
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administrators and which Issues administration are attempting to
address, This method gets individual councll members involved and pro-
vides other members with an overview of the materials they may other-
wise not have time to read. It will be useful to them in selecting
what they do find of special interest, If a council member suggests
they take time to read it in its entirety, they may be more likely to
do so. Council members tend to believe staff thinks they should read
everything! It also eliminates selection risks.

Lengthy reports such as research studies may be appropriately directed
to a committee for review. Committees may review the studies as part
of their committee report and suggest that parts of the report would be
of interest to other council committees, Executive summaries may be

‘provided to all members,

Reports of the State Councils on Vocational Education are often shared
with other states. A council member review as for other mail items may
be used or reports may be displayed for members to examine before meet-
1ngs or at breaks,

Organize packets of information by purpose. If the council has a state
handbook, packets of information should be organized around the hand-
book sections so they can be inserted easily. 1If not, the following
may suggest structure:

== Materials requiring a review and response

-- Materials related to meeting agenda

-- Materials of a general nature such as national studies (A Natjon at
Risk)

-- Materials pertinent to council mandate (identify the mandate)

-- Materials related to recent council activities, presentations,
positions, and so on

Clip or band materials or use colored paper to separate and indicate
the type of information, where 1t fits in the handbook, or possible
later use.

Attach cover notes or memos summarizing the content. This is time
consuming for staff., The "information packet review" eliminates most
of this.

Provide summaries of major studies that are prepared by others. These
are often available and reduce the volume of information as well as

ﬁhotocoPying and postage expense, Chapter VI in the NAS/CoVE Handbook
1as several summaries of national studies, C .

Indicate whether materials should be Placed in their state handbook
(note what section), brought to the next meeting, or held for future
reference,
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COUNCIL STAFF

The Carl D. Perkins Vocational Education Act of 1984, Sectinn 112(e) indi-
cates: "Each State council is authorized to obtain the services of such pro-
fessional, technical, and clerical personnel as may be necessary to enable it
to carry out its functions under this act and to contract for such services as
may be necessary to enable the Council to carry out its evaluation functions,
independent of programmatic and administrative control by other State boards,
agencies, and individuals."

Staff Organization

State councils have been created by the Perkins Act, and they are author-
1zed to employ the staff to serve them and carry out mandated responsibili-
ties. The manner in which state councils have chosen to do this differs.
Procedures chosen by the councils to fulfill their mission, the size of the
state, and financial resources are major reasons for these variations. Having
enough personnel time to accomplish everything has been a problem plaguing
state councils since they were established. A review of states reveals that
various staff patterns are used. A discussion of these follows with examples
of states using these patterns shown in parentheses.

Single Professional Position

The most common staffing among state councils is an executive director and
a secretary (Arizona, Kansas, Wisconsin, Michigan, Kentucky, Nevada, and
Oregon).

Multiple Professional Positions

States having more than one professional staff person follow two general
models, The first has an assistant or associate executive director (I11inois,
Indiana, Maryland, and Arkansas). The second and mest common of the two
models has a research, evaluation, or program specialist (Ohio, Florida,
Hawaii, New Mexico, Texas, and Pennsylvania). The two models are sometimes
canbined in states with more than two professional staff positions (California
and New York). '

Professional Plus Paraprofessional Positions

fessional or technician. The position is often called "administrative

Increasingly, state councils are employing the services of the parapro-



assistant" (Iowa), Most states using this pattern have opted for the parapro-
fessional who also doubles as secretary (Oklahoma, Georgia, Montana, Missouri,
Rhode Island, and Colorado), This pattern is most used by states having only
one professional position, the executive director. However, the paraprofes-
SiOﬁEg position is also emerging in states having more than one professional
position.

In-house Contracting

In-house contracting for services of both professional and support staff
is a method used by councils to add expertise and/or additional personnel to
handle peak work loads. Contracting may be done on a short-term basis, or an
ongoing, renewable contract may be used to provide specific services (Kansas,
Chio, and Michigan). In-house contracts that expand staff by providing per-
sonnel to work under the direct supervision of the executive director {or
other designated staff person) require supervision time, but do offer an
opportunity for daily input and management of the service being provided.

A short-temm contract may employ personnel to perform such one-time ser-
vices as the following:

Collecting data and reviewing studies pertinent to a specific topic of
Interest to the council

(o]

0 Designing survey instruments

0 Compiling data from questionnaires

0 HWriting public hearing results

0 Conducting a small research study or telephone surveys
o Typing major reports l

A contract may be written to provide services needed several times during

the contract period. The jobs to be done may require intemmittent attention
and varying job competencies or skills, and may be more efficiently provided
through part-time personnel who are contracted to target the task, Examples
include the following:

0 Preparing monthly/quarterly newsletters

0 Conducting an annual series of public hearings

0 Providing clerical services as needed

0 Writing council position statements

0 Directing annual council planning sessions

0 Preparing mass mailings
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Vendor Contracting. The use of vendors to conduct stud isand rese==arch
for state councils can be helpful in fulfilling the council %responsit> i14-
ties. Vendors who have a ready staff to conduct and report mearch m=ay be
more effective and efficient than using council resources, Sih contrects are
not under the direct supervision of council staff, but are umlly mon=s tored
by staff and/or a council committee. Private research or comlting f£ rms,
universities, or other public agencies may provide the s&rview,

Internships. Internships not only provide additional seiff to asst st
councils, but also provide opportunities for individual profstional de=velop-
ment., Existing internship programs are available for goverrmital agere= Ccy per-
sonnel development in some states. Councils may wish to tap iils resou=rce,
Internships may be offered as part of university programs, piticularly— for
advanced degrees, Council-sponsored internships.have also benused. One
must keep in mind that internships are designed to be Tearn¥nexperien ces and
require a commitment of council staff time. Internships are gerally +or a
%%1?;1; %:er“lod such as a summer, a semester, or a year (Minnes, Florid &, and
nois).

Job Descriptions

Each council staff poesition, whether professional or syppt staff, <should
have job descriptions on file. Staff members should be fullygprised o> f
their own job descriptions and be involved at least annually htheir uyp>dat-
1ng. Staff members should also be knowledgeable about all Joblescript® ons 1in
order not only to improve their understanding of council off4u funetjoras, but
also to increase their appreciation of the contributions of ciorkers., (See
chapter on Policies, Procedures, and Practices for more informition,)

Responsibility for Staffing

The employment of an executive director is the responsibylly of the coun-
cil. Generally, the council designates a committee to select te execut dve
director. The executive director is usually responsible for slecting a= 11
other personnel whose positions are authorized or established ly the coumncil.
Some council bylaws may require concurrence with the council.

It is not uncommon for councils to ask retiring executive firectors = o
assist them with the logistics of employing a new executive dirctor, 2= is
Imperative that proper hiring practices be followed. Persanneiplicies of
the council should delineate the procedures, (See chapter on hlicies, E>roce-
dures, and Practices.)

Council staff are employees of the council. They are not wincil merbers.
Staff have responsibility for administration and office operatins. Courmcil
mgnbieu*s set policy and determine the philosophy by which staffill perfce rm
their jobs. , ;



Staff Eva]uatiqﬁ

Evaluation of staff or Jjob performance reviews are for the purpose of
improving staff performance. The council has responsibility for evaluating
the executive director. The executive director s responsible for the evalua-
tion of staff or may designate this responsibility depending on how the coun-
cil staff is organized,

The logistics of staff evaluation vary among states and may change within
a4 state as the membership and officers change. Pointers gleaned from several
councils follow. :

Content of Evaluations

0 Focus on individual Jjob descriptions.

0 Formulate "job goals" or individual staff development plans for the
staff person. (Goals or plans should be followed up periodically and
be part of subsequent evaluations,)

0 Provide for self-evaluation as part of the evaluation process,

0 Identify strengths as well as areas for improvement.

0 State employees' contributions to the councii's mission in addition to
administrative,,manager1a1, clerical, research, public relations, and
other skills and competencies specifically needed for individual jobs.

o} Vérify work that was done well, as well as validate or document poor
work,

o Ask for suggestions to improve staff's collective contributions to
council efforts.

Process of Evaluations

o0 Personnel matters are handled in executive sessions of the council.

o Staff members should be aware of the areas on which they will be evalu-
ated. If specific forms or points are used, these should be available
to staff,

Evaluation of the executive director is generally conducted by .a desig-
nated person or comnittee of the council, The chair anc past chair are
most often the designated individuals. Some councils have a personnel
committee that assumes the responsibility, but most frequently the
executive committee is designated.

Q
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0 The chair (or past chair)my work in  consultation with the executive
committee or provide the mluation acend submit it to the executijve
committee for concurrence,

0 The full council should pepprised oBF the evaluation in general terms.
It 1s generally agreed thitthe conduc—t of an evaluation by the full
council is not a recommend practicla.. If the members wish to express
elther specific concerns orecommend==tions to the executive director,
these should be handled jrmecutive Ssession with the council's con-
Sensus presented to the ynflvidual by the member responsible for the
process,

0 The executive director reprts to the council when staff evaluations
have been completed. Becas staff agr--e the responsibility of the exec-
utive director, the conteftneed not b-ee discussed in specific terms.
For example, the director my state ths at all staff received satisfac-
tory evaluations and that jih goals fo- pr each staff person have been
cooperatively set. The axutive di rea>ctor may wish to expand on a few
commendations given each shff person or apprise the council if prob-

lems with personnel appeart be immine=nt,

0 Grievance procedures estaplished in per=sonnel policies should be care-
fully followad if a grievan arises, (See chapter on Practices, Poli-
cies, and Procedures.)

Mff Salary~w

Staff salary and fringe benefiliare deter—mined by the state council.
Periodically, a voluntary survey ostaff sala =ries and fringe benefits is con-
ducted. Summary tables report anommus infyre—mation about the salaries of
council staff, The information myor may ngt - be helpful in working with the
council to establish staff salaryead bepafi - ts.

The area of salaries should betirefuyl 1y re-eviewed when selecting a fiscal
agent. Regulations governing salarls of that  agency may have to be passed
along to the salaries of the councll staff, Remetirement programs, insurance,
and others may be determined by tpefiscal agerwnt. Changes in fiscal agents
could be detrimental to retirement pograns of  tenured staff, (See chapter on
Council Finances.) Required salaprls may be pe=yond the council’s fiscal abil-
ity or may be too Tow to attract qilified perssonnel for the council,

A number of alternative methods for determEB ning staff compensation are
used. Because most people want knoledge of theeir earning potential, staff
may wish to encourage the council toestablish a system or process for deter-
mining staff salaries. When discysshy salarje=s with council members, several
philosophies emerge. These philosghles vary b-eecause of the individuality of
members, but also because of the stite's attitumde toward salaries of public
empl oyees,
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In examining the line of thinking inheret in philosophies relate=d to
salaries, one may expect to find any of the following:

0 Salaries of council staff should be sihlar to the salaries of— persons
with whom they interact on the job.

0 Staff salarjes should be higher than silaries of their counter—parts to
give staff clout.

0 Staff salaries should be lower than thelr counterparts to avoi d unnec-
essary resentments,

0 Staff salaries should be comparable tosalaries of similar pub 1lic ser-
vice jobs, years of experience, qualifications, and/or educatieonal
attaimment,

0 Staff salaries should be higher than siaries of similar publiec service
Jobs in order to attract the best persnnel .

Nearly all states have adopted a system for determining staff sal==ry. A
few, particularly those having only an executive director and a secrelary, do
not have a formal process. In those states, asalary was simply estat—>1lished
and the council gives merit or cost of living raises as they deem appr—opriate,
;h$1mcre formal approaches used by the majority of the councils inclucde the
following:

o0 Salary steps or grades with periodic ixrements based on tenure= or edu-
cational attainment

0 Salary ranges with merit and/or cost of 1iving increases determ=ained by
the council

0 Salary steps for support personnel and salary ranges for profes =1ional
personnel ,

Fringe benefit packages that are delineited in personnel policie==s or as
part of the salary schedules

o

Staff Credibiliy

Staff acquires its credibility through demnstrated competence and effi-
ciency, as well as from the council itself, Ihturn, the staff providesss the
council with much of its credibility. The effativeness of the counci®& and
1ts staff 1s closely aligned with whether or nt their audiences and tH—e gen-
eral public have confidence in them.

A1l staff members have a responsibility forestablishing good publizc rap-
port and a positive council image. The executle director has a crucia==] lead-
ership role to play in this regard. The credibility of staff as percei ved by
the public, as well as by council members themstlves, has a direct impa=ct on
council efficiency and effectiveness.
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High standards for job performance and productivity, plus the psitive
work ethic of staff, should be apparent to both council members andthe pub-
Tic. Good lines of communication between staff and council are essemtial.

The efficiency level of staff may be raised substantially by havingboth mem—
bers and staff who are knowledgeable of various staff functions,

It is imperative that staff understand their roles in communication with
members directly or through the executive director or other designee, For
example, staff members will communicate about personnel policies anrdsalaries
through the executive director, not directly with council members and vice
versa. On the other hand, a staff person responsible for handling pyperwo rk
for council travel expense reimbursements would be in direct commynication
with council members for that purpose,
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COUNCIL FINANCES

The Carl D. Perkins Vocational Educatian Act, Section 112 (f)(2) states:
“The expenditure of the funds . . . is to be determined solely by the State
council for carrying out its functions under the Act, and may not be diverted
or reprogrammed for any other purpose by any State board, agency, or individ-
ual. Each State council shall designate an appropriate State agency or other
public agency, eligible to receive funds under this Act, to act as its fiscal
agent for purposes of disbursement, accounting, and auditing."”

Fiscal Agent

The selection of a fiscal agent is determined by the council itself,
Council staff is responsible for finding potential fiscal agents and reporting
thelr findings and, upon request, their recommendations to the council. Sev-
eral alternatives arz available, and several factors need to be considered in
making the choice. Each offers unique advantages and disadvantages. Follow-
ing are examples of some alternatives:

0 University or community college (Nebraska)
0 Llocal school district or area vocational center

0 State agency (the state board of education-is most common, but it can
be any agency)

0 State treasurers (Kansas)
0 State councils (North Carolina and Minnesota)

When a state or other public agency agrees to be a council's designated
fiscal agent, 1t may be necessary for the council to adhere to the regulations
and policies of that agency in matters pertaining to fiscal management, per-
sonnel, and other operating practices. State codes governing the agency may
impose additional rules and regulations that will ultimately affect the coun-
cil. Staff should be fully apprised of any such conditions and be certain to
communicate these to the council.

The selection of a fiscal agent is an important activity of the state
council. Regulations of the agency should be fully explored, Some are
extremely time consuming, others could cause a council to lose control of hir-
ing staff, deciding how many staff are needed, or carrying out other activi-
ties deemed necessary., In seeking potential fiscal agents, the staff will
want to investigate the following:
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How paper work f1ows

o Forms and time frames for travel reimbursement of your council members
and staff

0 Signature authority, delegation
0 Bidding procedures, minimums, purchases, vouchers
o Handling of bids, turnaround time

0 Approval of out-of-state travel (would council travel be Frazén if the
agency travel is frozen?)

o Billing for conferences, to avoid large cash outlays for members and
staff

o Indirect costs to be charged, on what iine items

0 Record keeping and accounting services

0 Audit, council responsibilities, audit reports, schedules

0 Personnel vacancy announcements and interviewing

o Limitations for mileage, lodging, other travel expenses

o Disposition of furniture and old equipment purchased with federal funds
0 Personnel policies, extension to council staff

0 Use of agency equipment (audiovisual, photocopying, printing,

furniture)

0 Salary and fringe benefit ranges for staff if they must adhere to these

Office Facilities and Equipment

State council offices are usually located in the state's capital city.
Councils generally choose the state's capital for closer proximity to other
governmental agencies with whom councils work.

Exceptions have been based 'on location of fiscal agent or a more central
Tocation within state boundaries or population densities. In some cases, )
state council offices were originally located in places other than the capital
and, being successful, have simply remained there.

Most councils recommend that council offices be located apart from offices
of the state board. Rationale for this is that when located in the same
facility, councils are often thought to be part of that agency, thus losing
long-sought autonomy.
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Selecting a Location

Acquisition of office space is an administrative function and should be
the responsibility of staff. The council may chcose to discuss and agree upon
characteristics or criteria for the of fice location and provide direction to
staff, or they may prefer to have staff recommend a location for council
approval,

In making a recommendation to the council, staff will want to note the
financial burdens and describe attributes of the office that will contribute
to council goals and office efficiency, such as accessibility to the public,
E@tentia1 to share equipment, proximity to other offices, and available space
ror meetings. Because the "perfect of fice" probably cannot be found, staff
should not hesitate to be candid about compromises that have to be made with
their recommendations.

In seeking facilities for the council] office, the following may be
options: _

0 Private or commercial rental property
0 State property
0 City or county property

Property subleased from fiscal agent

(o]

0 Property subleased from another agency or organijzation

0 Shared suite with another association, council, or organization

0 Free or low cost space provided by the fiscal agent

Proper attention to office selection rmay provide fringe benefits that will
enhance the efficiency of staff or provide cost savings to the council budget,
Consider such points as the following:

o Staff parking and loading facilities

0 Accessibility to the public (i.e., can people "drop in" easily)

0 Accessibility to the handicapped

G Space for committee meetings

o Space for council meetings

o Potential for sharing equipment with other offices (copy machines,
audiovisual equipment)

0 Storage for supplies, central storage for files
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Privacy of executive director's office

Work space for support staff

Access to public transportation

Potential for sharing reception area or telephones with other offices

Parking for councii members and/or others attending meetings in council
office

Walking and/or driving time required (proximity) to reach offices of
groups or individuals with whom staff work on a day-to-day basis (fis-
cal agent, state board, governor's office, and so on)

Extra expenses for maintenance, routine cleaning, parking, and meeting
rooms

There are many factors of a less tangible nature that need to be consid-
ered when selecting a council office. State differences are the critical fac-
tors involved in these issues. The differences are more philosophical than
organizational and may include the following:

o

Public Image. The office itself may be the image the general public
1as of the council, thus the appearance and decor become
considerations,

Associated with the Company We Keep. Some states have found that being

closely lTocated to another agency, particularly if it is the state
board, causes the public to think of the council as part of that
agency. For some, it is important to dispel this concept. As a
result, some councils have chosen to relocate and have selected loca-
tions that are out of the mainstream of state agencies. Time effici-
ency associated with proximity and accessibility to drop-ins may be
sacrificed; thus, some councils have reversed this action and relocated
in the mainstream.

State-of-the=Art for State a

gencies. A council needs to consider how

crucial it 1s to adhere to the "state-of-the-art" for state agency
offices and furnishings. Criticism that could Jjeopardize credibility
and rapport may be a costly consequence.

Humanistic Concerns. Councils' staffs are small in numbers with the
majority of the councils having only an executive director and a secre-
tary. For these offices, careful thought should be given to isolated
or one-office facilities. Although it may be efficient not to have
drop-ins and traffic, the jobs can be lonely if there is no one with
whom to share ideas.
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Selecting Equipment

State council offices are reaping the benefits of such technological
developments as word processing, computers, online communications networking,
and expanded teleconferencing capabilities to offset their inability to
finance secretarial and other staff positions. Although capital outlay may be
initially large, these investments are becoming essential.

Councils are choosing to make investments in office equipment in a variety
of ways. Some purchase, others lease or rent, and some have found time-
sharing to be efficient,

Improvements in tape recording devices have been beneficial in council
meetings and public hearings; this method may soon be replaced by videotaping.

Providing office equipment is an administrative function. Whether leased,
rented, or purchased, large investments will usually need some kind of council
approval, either as a budget item or a specific approval. Actual brand or
model selections should be a staff decision.

Staff should research the advantages and benefits carefully before pro-
posing major equipment acquisition. An often overiooked area for research is
the job description area. Staff of councils havina only an executive director
and a secretary (which are the majority) should analyze this area carefully,

For example, the theory that says "the most cost-effective means of
assigning work 1s to assign it to the lowest salaried staff person capable of
performing the job" may be a key selling point to councils when they realize
that the executive director is hand tallying a survey because the secretary is
busy collating and stapling papers. A copy machine that collates and staples
frees a secretary to enter survey data into a computer so the director can
analyze the findings.

The increased requirements of state councils mandated by the Perkins Act

are causing councils to take a hard Took at how their offices function, The
result has been an upgrading of equipment.
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COUNCIL MEETINGS

The Carl D. Perkins Vocational Education Act; Section 112 (c) states:
“The time, place, and manner of meeting . . . shall be provided by the rules
of the State council, except that such rules must provide for not less than
one public meeting each year at which the public is given an opportunity to
express views concerning the vocational education program of the State,®

Regular Meetings

Number of Heetiﬁgs

The number of meetings held by each state council varies. Some states
have found monthly meetings to be necessary while others function adequately
with quarterly meetings., The practice of the majority is 7-10 meetings per
year., Factors influencing the number of council meetings include whether
meetings are one or two days in length, geographic size of the state, funds
for travel, council bylaws, and council practices related to the use and

functions of committees and the executive committee between meetings,

Meeting Dates

Some state councils have found that a pre-established day of the week and
week of the month improves attendance by both members and guests. Other
states have successfully schedu]ed council meetings according to their plan of
work. Council meetings are scheduled to coincide with needed council actions.
Another system has been- to select days based on the dates available on council
members' calendars,

Scheduling council meetings to "piggyback" on other meetings may eliminate
required travel time and time away from work for members, It may also
increase the audience attending council meetings and council visibility to
other groups.

Establishing meeting dates is a councii responsibility. Staff may propose
a meeting schedule. Some discussion and agreement on the scheduling process
should occur each year. The ability of council members to be available for
council meetings should he carefully considered. A few councils have sched-
u]eg weekend meetings to help members who find that it is difficult to miss
work,
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Meeting Location

A variety of meeting locations are selected by the states. An essential
consideration in selecting meeting sites is accessibility to the handicapped.
If during a meeting the council and its guests will be touring facilities or
requiring overnight lodging, provisions to accommodate special needs of indi-
viduals should be made. Special invitations or standard meeting notices to
the public should inquire whether or not accommodations for handicapping con-
ditions will be needed.

Following are examples of locations frequently selected by state councils
for meetings:

0 Council office

0 Schools, vocational ;enters, and so forth

0 Privately owned businesses

0 High-tech industries

0 City or county offices and facilities

0 Hotel/motel meeting rooms

0 Service Delivery Area (SDA) offices and facilities

0 Government (state or federal) agency facilities

Moving meetings around the state will help to equalize travel distances
for members, Having meetings in different geographic areas of the state
Increases accessibility to the members of the public who may wish to attend.

) The cost of renting meeting space may influence location decisions. Pub-
lic facilities are generally available at no cost.

Holding meetings in schools or private industries may provide an opportun-
ity for council members to tour facilities and observe vocational education or
private sector training first hand. It may also be conducive to hearing from
key leaders in education or the business community about their training
needs,

Eq?lj;,ﬂgeting_;aWS

Council staff will want to be knowledgeable of laws pertaining to public
meetings. Laws may require special meeting notices to the public and the
media, advance availlability of the agenda, minutes, opportunity for public
input, posting notices of action items, or other procedures requiring careful
attention. (See also the Public Meetings/Hearings section of this chapter.)
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Pfeparjng the Agenda

Some ideas and suggestions for preparing agenda and supplemental informa-
tion include the following:

0

Staff usually drafts the meeting agenda and then discusses it with the
chair, In drafting the agenda, review bylaw requirements, previous ,
minutes and agenda, conmittee and ad hoc committes minutes, and plan of
work,

Include an oral report of conferences, committee participation, and
other activities of council members, These may include reports of
activities of various agencies and organizations with which the council
works in a 1i1aison capacity.

Identify agenda items as (1) Information, (2) receive, or (3) action
items.

Provide a statement concerning each agenda item to clarify expectations
of council members or remind them of previous discussions.

Identify council person (or committees) responsible for agenda item.

List name and title of presenters for items involving persons other

than council members,

When mailing agenda to members, highlight or mark each council member's
name and responsibility.

Note time allotments for each item,

Leave space for note taking.

Number supplement information or meeting materials to correspond with
agenda item number. Mark agenda items to indicate that supplemental
information is included.

Staple or use binders to keep meeting materials in order and avoid
paper shuffling during the meeting.

Separate information not related to the meeting from meeting informa-
tion. (Separate folder, distribute at end of meeting, or highlight
during staff report.)

Summarize lengthy information and attach as- a cover to the original
(identify as summarized).

Attach committee and/or staff recommendations (or suggested alterna-
tives) at beginning of information material. Note source of recom-
mendations or suggestions. Indicate on the agenda that these are
provided. )
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0 Mail agenda and supplemental information to council members at least 10
days in advance.

Note that supplemental information is available upon request when mail-
Ing the agenda to individuals other than council members (cost of post-
age for packets may be prohibitive) or prepare a summarized agenda
showing the topic and presenter only for mass distribution.

o

0 Have extra agendas and packets available for guests at the meeting.
Materials for individuals who attend regularly should be prepared with
their names or agencies. Information of the ccuncil is public informa-
tion (except for specific information related to personnel matters).

Conduct of the Meeting

Each council chair brings a new style or flavor to council meetings,
Likewise, council chairs vary in the way they work with staif and what they
expect from staff concerning planning and handling council meetings.

Prior to each council meeting, staff should "walk through the agenda" with
the chair. An agenda review will help the chair to anticipate discussion, be
knowledgeable of each topic, be able to direct questions, and keep the meeting
moving. Topics that have the potential for being controversial will be on the
agenda from time to time. In some cases, the controversy will be among coun=
c11 members, in other cases, controversy may come from the audience or from a
panel of presenters, It is the staff's responsibility to apprise the chair of
such potential,

Councils have varying policies and practices for participation of their
audiences in council meeting discussions, These policies and practices should
be clear to members and guests. Most state councils follow one of the follow-
ing four:

¢ Only council members participate in discussion of the issue.

0 Council members discuss the 1ssue, but ask for comments from guests at
a designated time.

0 Guests actively participate with council members in all discussion.

0 Council members discuss the issue and invite specified guests (usually
Presenters or resource people) to comment, cite their perspective, or
answer specific questions,

- Committee/Member Reports

Prior to council meetings, staff should review the agenda and communicate
with members or committee chairs who will be making reports. The purpose of
the communication is to clarify time frames, topics, and documents to be pre-
sented, as well as to offer assistance if it is needed. Staff should inquire
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or suggest, as appropriate, about supporting materials that may be useful if
Included 1n meeting packets or about any special arrangements (such as audio-
visual equipment) that may be needed,

Presentations to the Council

_ Presentations at council meetings may assist the council in collecting
information it needs to fulfill the mandated responsibilities. Staff are
responsible for making certain that those who report or present focus remarks
on areas of specific concern to the council. A variety of strategies may be
used to accomplish this. The council may have an adopted policy or a tradi-
tional practice which establishes guidelines.

It 1s important the presenters be apprised of what role they are to play.
The role may be to provide any of the following:

o New information

o Clarification

0 Data, facts, figures

0 Progress report

0 Research or study

0 Reaction to another report

0 Pros and/or cons of an issue

0 Discussion with members

0o Viewpoints

Presenters should be given advanced information about the council, its
membership, and what its major responsibilities include. This 1s important
because those who are not familiar with education or vocational education per
se generally make two assumptions., First, they assume the council 1s compcsed
entirely of educators and secondly, they will assume that all programs are
either secondary or postsecondary, usually determined by a personal
experience,

In working with presenters, staff should inform them of council activities
and information related to their topic. If the topic is multi-faceted or a
two-sided issue and the councii dealt with another portion of it at a previous
meating, the presenter should be informed. Presenters need to know "where the
council is coming from" (1.e., why they are concerned, how they will use the
information),

A 11st of topics (or ccnserhs) or guide questions are "musts" for present-
ers, The 1isting should also provide the presenter with the perception the
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courcil is seeking. For example, does the council want the presenter to
address a topic in terms of identifying the problem or presenting possible
solutions, If a presenter begins by saying "I'm not sure what I'm supposed to
be talking about," chances are that staff failed to fulfill its
responsibilities,

Preparation of topics or guide questions can be handled in a variety of
ways, The basic rule is that presentations to the council must have a purpose
that relates to the council's overall plan of work so it can assist the coun-
cil in fulfilling 1ts responsibilities. Programs that entertain or are simply
"interesting" have no place on the agenda. Presentations that are not wall
planned in advance will appear to be "just interesting." In preparing pre-
senters, consider identifying topics or issues the presenter i1s to address by
the following means:

o Staff can prepare a 1ist or identify questions and discuss these with
the presenter. A follow-up letter should reiterate the points.

0 The council committee that 1is seeking the information may identify
major points needed in the presentation and request staff to communi-
cate the information.

o The council may identify the major issues and ask staff to relay their
interests and concerns,

o The council may adopt a procedure such as “"the interrogator panel”

(Ohio) or reaction panel who will develop a 1ist of specific questions

to ask the presenter. Presenters should be made aware of this in
advance and direction must still be given to the presenter,

The latter suggestion is very successful with presenters who are known to
stray from the issue., Controversial topics can sometimes best be addressed by
state employees when this method is used.

Staff is responsible for writing thank-you letters to presenters, Sending
coples to their supervisors, superintendents, boards, etc. helps to create
positive public relations for the council.

Meeting evaluation. A simple evaluation form that can be used for council
meetings, committee meetings, or other council activities may provide staff
with information about the organization and administration of the event. It
also may help staff determine the members’ perceptions regarding certain
Issues.. It needs only a few short questions, such as (1) What was the most
valuable agenda item today?; (2) How should staff follow through?; (3) What
was the most important action taken?: and (4) What information from the meet-
1ng should be referred to committees of the council for further study?

Meeting attendance., Staff should pay particular attention to member
attendance at meetings. If the average attendance does not fall within the
11-13 per meeting range, staff should try to determine why. The age-old adage
"busy people will find time to do what they want to do" holds true for council
members,
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Poor attendance is most likely to be the result of poorly conducted meet-
ings or of members not being adequately involved and not having a sense that
the council is accomplishing anything,

JTeleconferencing, Staff should be alert to the use of advanced technol-
ogy. Tha teleconference may allow members to participate in committee meet-
1ngs as well as council meetings when they are unable to attend. Committee
meetings can be conducted quickly with minimum expenditure of funds for travel]
and greatly reduced time away from the office. Council members are generally
Pleased when staff are cognizant of their limited time for traveling to and
from meetings and, as taxpayers, of the expenses for traveling. Teleconfer-
ences have been successfully used for public hearings in some states,
Colorado is one example, '

Public Meetings/Hearings

The Perkins Act calls for "a public meeting in lieu of a public hearing,"
Most councils use the term hearing, some use forum, and others use town meet-
ing. The terminology selected may be based on state Taws that come into play
i1f a certain term 1is selected. Staff is advised to look into this if the
council is considering changing terminology or structure and process tradi-

tionally used.

Planning

Whether a state council elects to adopt policy regarding its public hear-
ing is not particularly important, but some guidelines, if nothing more than a
checklist, should be developed. Public hearings do not just happen, Planning
and organization are essential,

Public hearings are activities in which You can expect active involvement
from the members. The pPublic hearing may be the council's most visible
moment, The public image of the council can be quickly destroyed by a poorly
conducted hearing, In addition to the logistics, attention reeds to be given
to the conduct of the meeting, If it has been publicized as a hearing on a
specific topic and the hearing panel engages in of f<the-subject discussions or
1s unprepared to ask probing questions, the image may be “they don't know what
they are doing." Anticipating and coping with problems is discussed more
thoroughly later,

Once the decision has been made to hold a public hearing, its purpose
should be clearly defined in order for the council to receive maximum, quality
1nput in relation to the council's expenditure of 'time, energy, and money,
Although the major work load (administﬁatian) will rest with staff, council
membfrs should be intrinsically involved in establishing objectives for the
hearings,

~ If the only purpose 1s to satisfy the requirement of the Perkins Act for
“not less than one public meeting each year," the results will probably have
Httle value. The public hearing can serve the council as a strategy or

45

o1



mechanism for carrying out its Plan of work 1f it is part of that plan. In
addition to providing the council with “public input,” hearings may provide
resource information needed by the council and create public interest in coun-
c1l initiatives,

Public hearings or meetings may be designed so as to fulfill the following
purposes:

o Collecting information about how the public views vocational education
in general

0 Collecting information about how the public views a specific segment of
vocational education

0 Assisting the council in collecting information that will be helpful 1in
carrying out 1ts plan of work, mandates, committees activities, etc.

o Forming the basis for determining future council initiatives

0 Assisting other groups who work with vocational education in collecting
Information and seeking solutions

o Being informative to those who attend as observers

The Perkins Act requires that "the public 1s given an opportunity to
express views concerning vocatjonal education programs of the State."” This
statement implies an "openness” of the topic. The experience of most councils
that have simply advertised that they are "conducting a hearing to get the
views of the public about vocational education” has been poor attendance and a
conglomeration of input that lacked direction. For these reasons, councils
have tended to provide suggested issues or requested Input on more specific
topics. By doing this, the Information becomes more manageable and usable,

To get a more open-ended response from the public, the hearing can have a
segment of time at which the general public is urged to address its own con-
cerns and interests. 1In addition, most public meeting laws of the states
require a time on the council agenda when the public can address the council
with its views.

When a hearing is to be open-ended, the council may wish to establish some
general guidelines, such as asking participants to address their concerns and
interests by including information such as the following:

0 Identify the concern or recommendation.

0 Explain why you are concerned, whom 1t affects (impact of the problems
or positive results),

0 Discuss or describe "what should be" (desired outcome).

0 Suggest possible solutions or expansions,
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Hearings need not generate more problems. It is important that councils hear
and solicit positive as well as negative viewpoints if the picture is to be
balanced,

Areas that are interrelated and need to be detemmined up front may be
decided by asking the following questions in order to bring focus to the pur-
Pose of the hearing as a means of deriving its objectives:

0 What does the council want to have addressed? (topic)
0 Who should address it? (audience)

0 How should it be addressed? (format)

0 Where should it be addressed? (Tocation)

0 When should it be addressed? (time/date)

0 Why should it be addressed? (use)

The Interrelationship of these six areas is important. Each must be care-
fully considered and determined as it relates to the others. If proper atten-
tion is not given, the focus of a hearing may take a different direction than
Intended. A brief discussion and listings of alternative options for each of
these areas follow.

Topics

The 1ist of topics that can be addressed at a public hearing is never-
ending. Some ideas for selecting those topics may be usefui. Usually, the
need for a public hearing emerges through committee planning or as the council
establishes 1ts program of work,

A public hearing is a strategy that can be used by the council to reach an
objective, Staff may want to keep the concept of a public hearing before the
council as they determine strategies for reaching their objectives. If thz
council asks staff to design the strategies, then staff will want to be mind-
ful of its usefulness, A review of the planned activities of the council or
1ts committees will identify possible hearing topics.

If the council chooses to make the public hearing an event and is seeking
Possible topics or issues aside from its owr activities, some of the resources
that follow may be useful, A public hearing organized around this process s
helpful 1in ldentifying future issues the caungi% may wish to address, jinstead
of using the hearing as a means of reaching a specific objective,

Resources for 1dentifying topics include the following:

0 Staff could 1ist pertinent Issues as suggestions to the council,
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Courcil committees could 1dentify topics aligned with their planned
activitfes,

Recipients of council advice and reports could be asked to suggest
topics for public hearings that would be useful to them (i.e., state
board, governor, JTCC, educational community).

Council might compile 1ist of possible topics from which to select.
The council's plan of work might be reviewed for appropriate topics.

Mandates of the Perkins Act to the state council could become a pertin-
ent hearing topic.

Alternatives for organizing the council's choice of topics into the pub-
1ic hearing process may take any of the following structures:

0

den _Topic. Participants address any topic related to preparing citi-
zens for employment they wish to discuss.
Specific Topics. The council 1dentifies a specific topic about which

1t wishes to hear the views of the public or receive input from the
public,

Multiple Topics. The council selects more than one topic or issue, but
sti11 provides parameters for the hearing.

Combination. The council may choose to have the morning session of the
hearing focus on specific or multiple topics and have an open topic
session in the afternoon.

Below 1s a laundry 1ist of a few possible hearing topics. These items
would need additional clarification to determine if they were to address
policy or administrative process or simply be informative and idea-generating
in nature. They are presented to suggest the potential of scope.

(¢]

(o]

Employer satisfaction with vocational education graduates

Desired worker characteristics expressed by employers or supervisors
Cooperative ventures between labor and vocational education

State barriers to 1ocaiicccrdination and/or delivery

Apprenticeship programs

Vocational education in correctional facilities

Accessibility to target populations, particularly handicapped

Exemplary initiatives serving targeted populations
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0 Enhancing utilization of facilities

o Special funding needs

o Labor's benefits from vocational education

0 Services and activities not provided by vocational education
o Inservice education needs of teachers

0 State plan for vocational education

0 Success stories of vocational education graduates

0 Governance

0 Single parent programs for teenagers

0 [Integrating academic skills and vocational education skills
0 Cooperative initiatives of special education and vocational education
0 Parental views of vocational education

0 Graduation requirements

0 Tracking students

o "“Creaming”

0 Improving vocational education and JTPA coordination

0 Facilitators and barriers to partnerships

0 Employer expectations

0 Vocational education's delivery system

0 The workplace in the year 2000

0 Literacy

0 Vocational education's respensibility to the adult worker
0 Vocational education's image and credibility

0 Benefits of private sector involvement

0 Serving gifted students in vocational education

o Licensing regulations

o
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State-of-the-art needs of various occupational service areas--
agriculture, home economics, business, industrial aducation, health
occupations

Impact of vocational education student organizations on leadership
devel opment

Innovat ive techniques for teachers in service

Use of local advisory councils

Vocational education's role in economic development
State's use of program improvement and research funds
Needed model programs

The changing work force

Dropout prevention

Updating équipment

Acknowledging academic skills in vocational education's curriculum for
credit

Career education--when do we begin

Distribution of state and federal funds for vocational education
State's plan for educating and preparing its citizens for employment
Educational basics for high.techno1agy

Career guidance and counseling programs

Use of individualized career plans

Competenc -based education

Incentives for private sector involvement in vocational education
programs

Urban and/or rural-based problems facing vocational education delivery
Vocational education's role in worker productivity
Impact of funding cutbacks

Uses for increased funds
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0 SDA utilization of educational programs for delivery of JTP services
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o Role of the state board for vocational education

0 Program articulation

0 Impact of declining enrollment

0 Vocational education's ability to provide a well prepared wirk force
0 Management trends in tﬁe work force

] Industry-based training

0 Improving the vocational education delivery system

0 Serving pocket areas of the state

4] Transfer of credits

0 Advanced placements

o} Perceptions of vocational education by former students

0 Educational barriers to quality vocational edﬁucaﬁon delivery
0 Education and training systems needed to keep pace with the thanging

world of work
0 Vocational education's contribution to excellence in educatin
o Teaching employability skills, work ethic, job seeking skills
o Coordination of programs and services for adults
0o  Vocational education's role in preparation and support of entrepreneyr=
o Communication between PICs and local advi sory caun;ﬂs
o Unavailable services
0o Emerging occupations
o Open-entry, open-exit delivery
0 State taxes for vocational education
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Audiences

The audjences bing sought by s&tate councils to present their views to the
council vary from stite to state. T The focus of the hearing will, for the most
part, dictate the ulience. Some pcossible audiences from which to solicit
input follow. A cmbination of seve==ral may be desired.

Private SectOr hdiences

]

]

o]

Organized Tibor

Small busines/industry

Large busimus/industry

Employers of former students

Local advisiy council member—s

Employers whhave not emplOwsred vocational education graduates
Dislocated wrkers, workers 1 n need of retraining

Displaced hmemakers

Persons emplied 1n nontradit—=/1onal work

Entreprensur

Selected workers (1.e,, perso-ennel directors, 1ine supervisors, training
managers, CI, union represe=ntatives, apprentices)

Targeted poplation workers ( ~“i.e., represe’rifff“; minorities, handicap-

ped, Timitedinglish speakingz, women)
Trade and prifessional associ ations

Job-specifichisinesses and/o-er associations (i.e., manufacturing,
health care, food services, a=griculture, secretarial)

Employers of sich targeted po «pulations as handicapped minorities,
women, Formerinmates

Educational Audlences

v]

0

0

Vocational elcation teachers =
Vocational efcation director -s, department chairs

Administrators, principals, 5 uperintendents
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0

Guidance and counsel T ing personnel
Special education te==achers and administrators
local school board mmembers

Educational associat.=ions (1.e., vocational education, teachers, prin-
cipals, superintendez-nts, local boards) -

Selected levels and - types of instruction (i.e., elementary, secondary,
community colleges/ps-ostsecondary, adult, higher educatio, correct jons,

career educators)

Teacher educators

Academic teachers, sgpecial program teachers

fublic Program Audiences=s

0

0

0

JTPA personnel

SDA staff

PIC members

Employability securit=y

State OICC

(hild and family serv~ices programs
Rehabilitation

tconomic development programs

Human services agencle es

Corrections

Urban development, rumral development
City and county goverr=nment Q*Ff'icia’lsv
Social workers

Parole and probation cfficers

Mcohol and drug abyse= personnel
Police officers
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Community and Special Interest Group Audiences

0 Economic development councils

0 Chambers of commerce

o Racial/ethnic organizations

0 Handicapped services associations

0 Single parent groups

o Civic organizations (i.e., Kiwanis, Optimist, YMCA, YWCA)
o Taxpayers' organizations

Student Audiences

0 Vocational education students and former students

o Vocational student organizations

o Nonvocational education students

0 Dropouts

0 Dropeuts who have returned

0 Students by level (iie;, secondary, postsecondary, adult)
o Inmates of correctional facilities

o JTPA participants and completers

0 Rehabilitation clients

0 Nontraditional program participants

Parental Audiences

Vocational education students and former students

[

Handicapped children

o]

0 Minority

0 School services, advisory or ad hoc study groups
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In soliciting participation by the desired audiences at public hearings,
there are a variety of strategies that can be used. Special care needs to be
taken to avold soliciting presenters whose views are a?ready known and corre-
spond to council views or that follow a single path. .To avoid this potential
hazard, the solicitation of presenters may be best if it is decentralized. In
other words, staff should not be the sole source of inviting individuals to
testify. The council may be able to do this, but they should be cautious
about 1t,

An easy way of decentralizing the process is to identify the desired
audience and ask others to assist in providing names. A variety of resources
should be used. For example, if a hearing is being conducted on vocational
education and JTPA coordination, the council would want names suggested by
both communities. Who assists will be determined in part by the hearing topic
and audience but some possible resources who could suggest names may include
personnel and members from groups with whom the council has a Tiaison rela-
tionship (see chapter on Liaison Relationships), local advisory council mem-
bers, local JTPA or education personnel from the program in the geographic
area of the hearing, CEOs, organized labor, community and civic organizations
in the area, and trade and professional associations,

Format

After a public hearing has been initiated, a format needs to be selected.
Guidelines should be flexible in order to select a format that will best ful-
fi11 the needs of the council. The purpose of the hearing may determine its
format.

0 Prepared Statement. Participants prepare comments in advance. (Some
councils require copies.) The presentation is given to a hearing
panel. Time frames are usually set in advance,

0 Question and Answer. Announce questions the council wishes to have
addressed in advance., At the hearing, the panel states questions one

at a time and participants address the question in a question-answer
mode. It allows the hearing panel to probe questions and invites more
participation. People may also submit written responses., This format
requires a high level of skill and knowledge of the hearing panel.

0 Roundtable. The hearing panel is seated at different tables throughout
the room. Participants engage in roundtable discussion of various
1ssues. Each hearing table may hear a different issue, or issues may
be given time frames for discussion. It may be difficult to tape
record these sessjions, Staff may need to be provided for note taking.

o Questjcnnaire/ﬂritteni A questionnaire or written testimony may be
used to supplement any of the above formats, It provides the council
with an opportunity to hear from those who do not wish to prepare and/
or present a public statement or who are unable to attend. It provides
additional information that is easily quantifiable. Often, the council
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has informmation it wants to collect, but does not want to MHmit com-
ments to those appearing in person. A questionnaire may be the
solution,

Location or site selection for a public hearing should be careful 1y
aligned with the audience the council 1s attempting to reach as participants,
The site must be readily accessible to the handicapped. Ease of accessibil-
1ty for the participants and the general public 1s also important. The site
should be appropriate to the focus of the participants, For example, if those
testifying will be educators, an educational facility would be suitable. Some
points that may be useful when considering a location follow:

0 Centrally located, geographically, for the area the hearing 1s planned
to serve

0 Facilities well known by area residents

0 Facilities that match the audience

0 Large enough room to accommodate observers and media personnel
0 Easily accessible without need for a map

0 Room layout conducive to a “"come and go" audience

0 An area for the council to display handout materials or other
information

If your council has seven or eight public hearings in a year (as several
do), they will probably be located in varying geographic locations of the
state. Council members from those areas may serve as the "local coordinating
committee” and may put together other local committees to assist. Guidelines
became very important because they not only provide direction, but also a
checklist of what needs to be done. To some extent, guidelines will help to
standardize hearings so that information gathered will have better
compatibility.

Time and Date

The audience from which the counci] 1s seeking testimony needs to be con-
sidered in establishing the time. For example, parental groups, students, and
1abor groups have better attendance in the evening hours. Breakfast sessions
and lunch-hour hearings have been successful for some councils. The best

formats for these have been the roundtable and question and answer formats.

Depending on the state's climate, the cold, snowy season is generally not
the best time of year to plan hearings. The hearing panel may not be able to
be in attendance when participants can be. If the council is seeking audi-
ences from education, the opening and closing months of school are generally
poor date selections.
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Topics being addressed should be timely. This creates interest and sparks
attendance. If educational groups, boards, and other groups are all conduct-
ing hearings on popular toP1gs such as graduation requgranents, the topic may
be timely, but "overheard."

Topics that will be of obvious interest to the governor when the legisla-
ture 1s in session should be scheduled enough in advance to allow time to pre-
pare the report but not so far in advance that potential participants fail to
see its relevancy.

Use

Use of the information gathered at a public hearing has already been dis-
cussed as 1t relates to selecting appropriate topics, formats, and audiences,
but a few other points are in order.

As public hearings are designed, how and to whom they are reported should
be carefully considered. If information will be categorized for quantitative
reporting, the hearing structure needs uniformity.

Some thought needs to be given to anticipated publications that may be
developed to report the findings. For example, if direct aquotations are
desirable, tape recording or written testimony may need to be built into the
design of the hearing, Persons who testify generally want to know the dis-
position of their efforts. This should be made known at the hearing.

Organizing the Hearing

A great deal of planning and preparation goes into a pubiic hearing.

Even though council members tend to take an active role in hearings, the "leg
work" in preparing for them lies with the council staff. Once the purpose and
the six major factors (topic, audience, format, date and time, location, and
use) are determined, staff can proceed. It is the council's responsibility to
make these decisions, but it is the staff's responsibility to carry them out.
For example, staff will secure facilities, write letters of invitation, pre-
pare guide questions and topics for distribution, design publicity, secure

media coverage, and take other actions necessary for conducting the hearing.

A local organizing committee may be very helpful, particularly if a coun-
cil member 1s in the local area. Local committees can suggest and secure
facilities, talk with media, provide pubiicity, and offer many other services
that are difficult from the council office.

The following 1ist may be used as both a checklist and a 1isting of sug-
gestions that have been found to contribute to successful public hearings for
state councils over the years.

Hearing panel. Tne hearing panel should be composed of council members.
If a Tocal or other state agency is co-sponsoring the hearing, they should
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also haye represen==atioen on the panel. Five to seven members are adequate,
but Tewerire also appropriate,

Countll members= attending. Members of the council in attendance who are
not servimon the hearing panel should be introduced. They may assist staff
with regitration a=nd name tags, talk with media, distribution of council
materials, or talk individual ly with persons testifying who have questions
they wantuswered or from whom the member believes more information can be
provided, Yembers can be very helpful 1in acting as hosts/hostesses,

Councll staff. Staff are not members of the hearing panel. It is impor-
tant thattaff are free to manage the logistics of the meeting, Hearings are
usually "“me and g-0." Staff need to be available to thank presenters as they
leave, pidkup writ=ten testimony or questionnaires, and assist the process by
being availible to =continue di scussion with presenters who need more tharn the
allotted tie., Whemn hearing topics are controversial, staff can assist the
panel if thy are awwailable so that the panel can ask that the presentations
that exceethe time= 11imits be continued with staff, This avoids the appear-
ance of "hing cut =ff defore being heard.”

Name tws and pE ates. Panel members, other members, staff, and partici-
pants shoud all haxere name tags for identification. Name plates should be 1n
Front of ech panel member,

Recording | resermtations. If hearings are being recorded by note-taking,
the perSontesponsibe1e should be located at the front of the room. Tape
recordings ire prefe=rred for accuracy. Many state councils are now video-
taping heaings, Pr—esenters should be told their remarks are being recorded,

Sign-in, Most s-—tates want an accurate record of attendance. In addition
to names, Slin in sh-eets should ask for occupation and address. Thank=-you
notes are witten to presenters and may also be sent to observers. The Tist
provides nms and aecidresses for future use by the council in its efforts to
advise the gneral pewblic and the business community.

Report dissemina=tion., The reports or publications resulting from the
hearing or ising inpwat from the hearing should be distributed to all who
attended. Ms buil s credibility for the council because people see that

their inputis being put to use.

Displayreas. E3ecause of the usual Targe audiences of observers, the
hearing premts an opportunity for the council to disseminate i1ts publica-
tions and dofer infor=—wmation. An attractive display, rather than a stack of
Papers on athair at the door, should be provided.

Wel come ind open¥E ng remarks. Local personnel may wish to have local lead-
ers extend iwlcome to the council and its guests, The panel chair or mod-
erator shoull also we=Tcome participants and provide opening remarks. These
remarks shold give hex 1ghlights of the council and their responsibilities and
then descrikthe hea i ng. Remarks can be brief, but should explain the coun-
cil's purposw in hold=1ing the hearings, how the hearings help the council
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perform and carry out its r—ole and function, and how the council plans to use
input provided,

A clear description of —the process selected for conducting the hearing
should be given, Time fram. es should be clear and expectations of observers
should be stated. The chal r may wish to indicate at this time that staff are
available if a presenter wa nts to show additional information after the allot-
ted time has been used., Thm=se may need to be restated for later arrivals.

Staff should prepare the= panel moderator carefully. A clear listing
describing the process shou™1d be written out for the chair to use in opening
remarks.

Introductions. Panel mes=mbers, council members and staff should be intro-
duced. The moderator should point out how these individuals will be available
to assic® throughout the da=y. Local committee members who have assisted the
council should be introducee and thanked. If the audience is small, a quick,
around-the-room introductior— session may be helpful, particularly if a discus-
sion or participation in que=stion-answer sessions is anticipated.

Hospitality, Coffee, te=a, and soft drinks add a gesture of hospitality to
the hearing. Local committe=es may be able to arrange for sponsorship. A sign
on the table plus a public ¥=hank you are both necessary.

Room arrangements. Pers=ons presenting testimony should present it to the
panel. Microphones should bEoe set up so others can hear. If it is possible to
have presenters to one side and the panel to the other, this arrangement may
help to have both in view of= the presenter. The most popular arrangement is
for the panel to face the aumdience and the presenter to face the panel.

Reporting to members. M=fembers who served on the hearing panel should
report their findings to the= full council at its next regular meetings. Staff
will want to note any concliz=sions or suggestions offered.

0 If hearing topics or questions have been identified in advance, these
should be prominently - displayed or distributed.

o A schedule for presen—tations should be made in advance. Persons testi-
fying should know 1n . advance so they can plan their work schedules
around this, That is why adhering to designated time frames is an
absolute must,

0 At an "open" hearing wmwhen the council does not know who will be pre-
sent, the most popula=r process is to hear testimony in the order in
¥§1§h1pre§Enters signeed up or to have a sign-up sheet with time slots

entified.
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ADMINISTRATION AND 0& RGANIZATION COF NCIL ACTIVIES

This chapter is designed to teouch an a variety «F suggestins for  admin.
istration and orgnizational matte=rs for whichcoune=11 staff hue resgoonsibil-
1ty. Suggestions are found in the= handbook g they relate toWecific= council
mandates. Those Included here aPEDly to the geeral  administpedtin andz organi-
zation of various responsibilitiess rather than spec ~§ Fic areas,

Efficient manyement of counc®B1 activities wulet be diffyult if s._ome
careful thought did not go into or—ganizing insch = way asg tohild 2 reser-
volr of resourcesthat can be tapeoed with little ef Fort, Thetypter on
developing 1iaism relationships d®eals, in part, wit—h deveiopinysuch . a
resource bank. For example, staf= with good li2isor— relationsips can  tap
this resource fornames and addres =ses of specific gr~oups it withs to TXarget
with a survey oriwite to address= jssues at pblic  hearings,

The overall effectiveness of s -tate councils is ¥ argely depiient uzon the
ability of the comcil's staff tg « organize ang inire i ster ef forts and S nitia-
tives that the comcil has chosen - to pursue, (unct T staff mut have = he
ability to organiz activities the  council wants to undert ake Yprovicie the
council with infomation it is SetEking. The role of the councll 15 0 act on
that information, that is, draw cormnclusions, mie ree-ommendatins, andEE yze,
and advise. Oncethe council has —fulfilled this rol e, staff pemes fe=gpon-
sible for orchestriting and dissemEdnating the conci ¥ action.

A very simplistic description mmay be to regrd t¥ae counciy it the
decision-making body and staff ag toeing responsible *or carryifout ac—+1ions
related to those decisions. A More= thorough anlysiss points ouistaff respon-
sib111ty for organizing and adminisstering efforts thaat help thewwncil  make
decisions, beginning with Planning,.. following througFz  mpl epentition, Ceoneciu-
slons, reconmendations, and disseni % nation,

This 1s a challenging task that— must be careful 1y~ designeq. MroviEhout
this handbook, a viriety of suggest _fons and idess are~ presentedh an eefF fort
to assist staff, Mis chapter Pres —ents suggestins t= hat may hebth NS rellas
and extensions of specific suggestimons thus addiig te  the effectlenass and
efficiency of counclls,

This chapter concerns itself pog re with proces th.an with colints EThe

suggestions delinetted are more “howmv to" than "Wt t " in natyt, Perhmaps a
better title for this chapter would be "helpful hints , not elselire not—ed,"
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lordi nation =of Acti vities

Depending on how one wints the Manc—lated responsibilities of the council
for the 2-year reporting frlod, there ==aare anywhere from 9 to 15 mandated
requirements, Separate siiles or réese=sarch activities addressing each mandate
would be an impossible assinment for €uncil staff, a nightmare to manage
through contracts, and animossible buc=lget request. Therefore, a process for
meeting mandated responsiiiities myst E—e carefully calculated.

Staff must dovetail adlvities so as= to produce multiple results from a
single initiative, For emple, the timge and resources required to examine
the "coordination of JTPAN vocational  education® are too great to be nar-
rowly focused on this singk purpose. Wldhen examining this issue, additional
information can easily beutracted that . will contribute to the council's
responsibility for asSesslyeducation a_-nd private sector involvement, pro-
grams for target populatyms, distributi«on of funding, business and labor
concerns, policies for stmgthening voc ational education, and many others,

Managing the informatingathered aned bringing 1t to the council's atten-
tion are staff functions, lindated respexonsibilities that are met through
state-driven initiatives mmore 11kely to have a state-felt impact than
those that are designed tgo'met the maneate,"

Council member reparts their invoidd vement with 11aison groups, partici-
pation at state and natiaon tonferences., and work with local PICs, economic
devel opment councils, and dier activitie=s should also contribute to the coun-
cil's report pertaining togyecific mand==tes. Activities of this nature o
should be a purposeful pariif the councas1's plan of work. If such activities
do not contribute to helpdythe council meet its mandates, they should be
reassessed for possible dyuntinuation cor redirecting, Specific examples are
located in the chapters onlisisen relatEF onships and council memberships,

Dignination of= Information

A council newsletter tobring visibil - ty to council initiatives may be a
useful tool. A concerted fort to devel—op a mailing list encompassing a
broad audience of the pub)iiind private =sectors, including the educational
comnunity, can be effectivein reporting —to the general public and the busi-
ness community. A rewSletiwcan keep it== audience apprised of council activ-
1ties, state and national ismes, innovat—jve practices, legislation and a host
of other events. Intervieywind ®ditoria=Is 1]lustrate that the council is
Tistening to the publtc ang weking their  views.

The development of goddmiling 145ts  for receipt of councii information
1s a never-ending task. Thmiling 195t should be categorized into different
sections so it is yseful Intirgeting spec—=1fic tnformation to specific audi-
ences. The 1ists by catefory should pe 1==abeled as to when they need to be
updated. Keeping these upditit will inyol@ ve the entire staff. As association
officers and personnel Chawngs are made, t—hese need to be noted,

§2
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0 State Department of Labor

0 State headquarters for AFL-CIO

0 Library of Congress

0 Governor's staff, press secretary

o Official state newsletter

o Officers of state's student organizations

Getting council publications and information to the public or to the audi-
ence for which they are intended can be done in a variety of ways. Mandated
responsibilities for "reporting to" make this an essential activity. A revies
of suggested categories for council mailing lists provides some suggestions
for how to develop the council's private sector audience or its audience from
the educational community, the JTPA community, and others.

Postage can become an expensive item. Bulk-rate postage permits may help
to alleviate expense although it will increase handling time because materials
must be arranged in the required order. Mailing services are an option that
staff may want to pursue, Service charges can easily be compared to staff
time and wages,

Distribution of materials through educational conferences and meetings
will save a great deal of postage, This will have to be weighed against
timeliness of distribution and the work of getting boxes of materials to
meetings.

Exhibition booths at conventions attended by private sactor groups are
particularly useful when attempting to reach this audience. Exhibit booths
are expensive. The council may wish to use this opportunity to interview pri-
vate sector members who visit the exhibit to obtain their views on vocational
education issues, A small, hand-held tape recorder makes the process easy and
often attracts other convention participants. If more than one member is
helping with the exhibit, one can conduct interviews while the other talks
with visitors if you don't care to attract an audience.

If the council is actively involved in a variety of 1iaison relationships
with other organizations, the opportunity to set up displays or distribute
council materials may be numerous. Organizing materials and creating attrac-
tive displays can be done one time and re-used frequently if transportability
and flexibility are built into the design.. Displays and exhibits are good
ways for the council to be visible at functions of different groups. Members
usually want to participate, and it is an opoortunity for opening dialogue
with the membership of these groups.
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[n]

[n]

State corrections staff

High schools, teachers, administrators

Local vocational education department chairs or administrators
Public hearing participants

Council 1iaison groups

Community-based organizations

State trade associations

Corporate training directors

Teacher educators

Centers for career guidance, single parent projects, dislocated worker
centers, and others

Education Service Center managers and superintendents

State Job Training Coordinating Council

‘State vocatijonal association officers and staff

American Vocational Association (AVA) board, officers, and staff
State Occupational Information Coordinating Committee

American Association of Community and Junior Colleges (AACJC)
State Education Association's and national headquarters

State principals association

State Association of School Administrators

State Association of School Boards

Women's American ORT

‘State legislature and staff

U.S5. Congress and staff

U.S. Department of Education
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Mailing 1ists for legislators, agencies, boards, and some trade and pro-
fessional assoclations can often be purchased. This may be costly initially,
but staff time to write letters requesting 1ists and then keeping them up to
date is also costly. Following is a sample 1isting of categories a council
may want to include on their mailing 1ist:

o State CoVE members

o Past state CoVE members

N/CoVE staff and members

o

0 NAS/CoVE officers

0 State CoVE executive directors and chairs

0 State directors of vocational education

o National Center for Researéﬁ in Vocational Education
0 State board of education, members, and staff
o Community college boards, trustees, and staff
0 Board for higher education

0 Department of Rehabilitation staff

0 Department responsible for JTPA

0 State's budgeting agency

o State library

0 Directors of vocational centers

o Community college deans and presidents

0 Adult education directors

o Community education leaders

0 PIC chairs and SDA directors

0 Local advisory council members (obtain when sending membership
certificates)
o Technical committee members (as required by Section III of the Perkins

Act)

0 MWardens and education directors in correctional facilities
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Staff Reporting

_The expectation of councils related to the monitoring of staff activities
varies among states and probably is affected in part by the executive direct-
or's administrative abilities and tenure with the council. These expectations
will also change as the council membership and chair. change.

The extent of administrative authority relinquished to staff calls for
sane discussion., For some councils, full authority to administer is given
with the expectation of full accountability, Other states have reduced the
accountability expectations when some members became more interested in how
staff approached an activity (administrative style) than whether or not the
activity was a success, Single, isolated events do not always reflect an
overall goal that staff is attempting to reach, so some caution should be

noted as needed,

Three basic formats for staff reporting are most. common: (1) memoranda,

(2) distribution of itinerary, and (3) written or oral reports,

Memoranda

Keeping council members informed can be accomplished in several ways.
Some councils publish monthly or bi-monthly memorandums to all council mem-
bers. Information about council meetings, committees, research, and other
activities 1s included. Staff activities may also be incorporated in lieu of
other forms of staff reports. The memorandum may serve as a calendar of )
events, Contents should be composed on a day-to-day basis as a collection of
information items so that a day doesn't have to be devoted to writing the
mem?randumi Council members sometimes submit items or reports which are
included.

Reporting Council Activities

The most common form of council reporting is a written report. The format
of the report should camplement the kind of information being reported, and
the style should be directed toward its primary audience. Several schools of
thought are involved in the whole issue of reporting. Some pros and cons for
various alternatives are discussed in the following paragraphs.

Publication format and design. Council staff needs to weigh carefully the
format and design o publications, For the most part, state precedents are
the influencing factor when making decisions about typing versus typesetting,
printing versus photocopying, one=color versus two-color print, paper quality,
use of photographs, illustrative design, and other publication options. Cer-
tainly, budget constraints must be considered.

Because of printing costs and budget constraints, staff may want to pre=
sent alternatives with accompanying rationale to the council if staff is seek-
1ng major change in council tradition, Printing and preparation of publi-
cations are administrative responsibilities that staff should handle. If
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individual members have strong views that could cause controversy among the
council and/or with staff, discussion with the chair, executive committee, or
an appointed committee may be wise.

Length of report. The length of the report should be appropriate to the
information that needs to be reported. Some council members are adamantly
opposed to a report that exceeds three to five pages, A research project or
major council study may not be conducive to extensive summarization if it is
to be effective. There zre several alternatives available, as well as several
factors that need to be considered.

First, the purpose of the report must be considered. If its purpose 15 to
provide in-depth review and study, numerous alternatives, or examples, a short
report may not be adequate. Sometimes, a Tist of conclusions and recommen-
dations does not satisfy those who need to understand the basis for the
conclusions,

If the report has both a primary and secondary audience, they need to be
considered. For example, the council has responsibility for recommending
several actions to the state board concerning vocational education's involve-
ment with the private sector. The state board and their staff may be satis-
fied with highlights of the council's findings, the conciusions the council
draws, and recommendations the council makes.. Members may wish to disseminate
information gathered in their study about how these ‘partnerships can be ini-
tiated, sample model programs, ideas for improving partnerships, the benefits
to the educational programs, and a resource 1list in the report and disseminate
1t to a secondary audience--the vocational education community.

Those who are opposed to long reports argue that they will not be read;
others argue that a short report leaves out too much useful information. An
alternative is to prepare an executive summary as well as the full report.
Executive summaries may be prepared separately or placed in the beginning of
the report, Another alternative is to break down the report into a series of
smaller reports., Costs epter into the decision. '

Typed or typeset. The major consideration for this decision is cost.
Today"s wor processing and printing systems may offer an acceptable compro=
mise. Graphic capabilities of word processors that were not previously avail-
able for typewritten copy strengthen this position. The major argument that
1s given to override the cost factor is that a "typed" copy does not have the
same appeal and that 1f the council wants their report read, its publication
should be attractive to the audience. There is certainly research supporting
the theory. A paraliel argument is that if it is important, funds should sup=
port making it attractive so that it will be read, Another viewpoint is that
a report to be used only by state agency personnel does not need appeal,
because they probably have to read it anyway--regardless of design or length.

Interest features., The use of multiple colors, photographs, charts,
design, and other elements used for reader appeal are added expenses, but
again there are several optiocns available. The layout of publications can be
such that the use of two colors, screens, photographs, or charts, is limited
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to a few pages. This will give appeal, but keep costs at a minimum. Some-
times, executive summaries are designed for appeal and the full report is
designed to be cost effective.

State precedence, The state-of-the-ar: for goverment publicatjons has
Implicatons simiTar to those described in the section on office and furnish-
1ngs selection. If the practice in the state is for inexpensive publications,
this may be the best route. On the other hand, if well-designed publications
have greater potential for impact, the actual cost of creating the impact may
be less 1f funds are used to support giving appeal to publications,

Cost factors. Council budgets are 1imited, Printing is expensive, but
there are numerous cost-effective processes that have already been discussed.
The trade-offs must be weighed aginst the benefits. Graphic arts programs and
printing programs in the public education system or other publie institutions
may provide services to state-funded programs and agencies, Staff should
explore this., Timeliness may be a trade-off.

Audiovisual reports. Today's technology is increasing the use of media
other than publications for making reports. An increasing incidence in the
use of videotape recordings to supplement written reports has been seen.
These can be effective and can encourage a thorough review of the report.

. _ Preparing reports. Council staff needs to organize a system to collect
information necessary for council reports so it is at their fingertips when
they are ready to use it., If the council truly dovetails activities to
achieve a high level of production from limited expenditures of resources,
staff will need to pull it all together. This is more work for staff than )
contracting with a consultant to research and prepare a report for the council
to rubber stamp, but it more truly reflects the efforts of the council and
their actual involvement in the deliberation process.

A council that has been actively involved in its own activities can pro-
vide staff with the direction needed to draft reports. A summarizing discus=
sion session gives staff a sense of the council's thoughts on an issue and the
rationale for their decision. With well-organized information, staff can then
develop the report with the appropriate documentation used by the council in
making that decision, This emphasizes the decisionmaking role of council
members,

To expect council members to write reports is unrealistic. They provide
the content, staff provides the writing. Some council members have skills for
editing, some have skills for displaying data, and others are adept at phras-
ing statements to target a specific audience. These are all welcomed compe-
tencies that can be very useful to staff if the members can give this kind of
time. Staff should let members know their involvement and assistance would be
appreciated,
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LIAISON RELATIONSHIPS

The Carl D. Perkins Vocational Education Act states: "coordinate . s s
cooperate . . . consult with . . . involvement with . - « partnerships . . .
meet with . . ., collaborate . . . assist in ., . . participation with . . .
Joint development , . . outreach . . . responsive to , , . supportive of . . .
promote 1inks ., , ,*"

Language of the Perkins Act makes it very clear that Congress did not want
any segment of vocational education to work in isolaticn from the vocational
education cammunity, the general education community, the private sector, or
any other public sector segments. Emphasis on partnerships is abundant, as is
emphasis on coordination and cooperation. Language of federal and state leg-
1slatijon for other public programs is beginning to be just as clear with its
nonisolation language.

The tenor present in the public sector for coordination and cooperation is
emerging in the private sector as partnerships for education, economic devel-
opment, job training, and social and human development programs are becaoming
commonplace. A dependence on the cooperative atmosphere and coordinated
approach is being created nationwide.

Experienced council staff believe that to be effective, state councils
must develop T1iaison relationships with a variety of organizations, associa-
tions, and agencies from both the public and the private sector. These rela-
tionships will enhance coordination, which ultimately helps to diminish both
unnecessary duplication of efforts and the potential for omission. More
important, they will establish credibility for both the council and its
staff. ’

Ultimately, council cooperation and coordination with other entities bene-
fit groups or individuals involved. These groups may possess information,
expertise, or authority for change. They may be audiences seeking couneil
recommendations and advice, or they may have the ability to cause or encourage
implementation of council advice and recommendations,

Cooperation among public sector employees and appointed or elected of fi-

cials 1s an expected mode of behavior. To attempt to work outside this mode
would be futile,

Establishing Liaisons.

State council staff members usually bring their own style with them to the

position, This style was prébab1y a factor in their employment. Below are
some general suggestions that have been successfully used in several states in
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estab1ishing,71mpraving, and maintaining 1iaison relationships with various
groups and individuals. Staff should consider their own expertise, council
preferences, and state atmosphere in following these suggestions,

Initiating Liaisons

o]

o

Send introductory letter of self or council (enclose a business card).

Use introductory letter by council chair (to introduce new executive
director or council member),

Provide recent council report, newsietter, or other publication with
cover letter.

Make an appointment to discuss mutual interests.
Attend an open meeting of the group.

Seek a third-party introduction (by council member or other mutual
acquaintance).

Watch for publicity through the media that may provide a natural
entree,

Volunteer to assist with an activity of mutual interest,

Invite participation in council activities.

Improving Liaisons

0

0

o]

Focus on mutual interests,
Participate in an activity of the group (attend meeting, conference),

Identify benefits formally through correspondence, requesting further
discussion.

Determine i1f a council member has a cooperative relationship with a
member and build on that relationship.

Find a point for positive interaction, particularly if the group and
the council have historically held opposing positions on critical
issues,

Be candid regarding the interests of the council in improving relation-
ships, pointing out mutual benefits,
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Maintaining Liaisons

o

o]

Q

Q

Review council minutes, policies, and staff reports to identify the
kinds of ongoing 1iaison relationships that have been established.

Assess the value of existing relationships periodically in terms of
mutual benefits and expended resources.

Determine ways in which relationships could be enhanced.

Respond promptly to requests for information from other groups.
Invite input from others where appropriate,

Be punctual with established agreements for coordinating efforts,
Be cognizant of how the council can benefit other groups or

individuals.

State-lLevel Liaisons

Most state councils are located in the capital city. Numerous state head-
quarters for professional and trade associations, as well as nearly all of the
state's agencies will be in the state capital. The 1ist of those with whom
the council may wish to establish a working relationship goes on and on and if
caution is not taken, all of one's time could be spent developing good publiic
relationships.

o

[»]

Priority 1. Establish yourself and your council with those whom the
council must advise and submit recommendations. Under the Perkins Act,
this includes the state board, governor, and the state Job Training
Coordinating Council. Receipt of the council's advice and recommenda-
tions 1s directly related to the council's credibility with these
groups and individuals.

Priority 2. Establish yourself and your council with those who have
direct policymaking authority to implement the council's advice and
recommendations under the Perkins Act. This will include the state
board, governor, and the state Job Training Coordinating Council.
Although councils have no responsibility for reporting to state legis-
lators, these bodies have authority to legislate actions that relate to
council advice or recommendations.

council must report, At the state level, the Perkins Act requires the
council to report to the business community and the general public, in
addition to the state board and the governor. At the federal Tevel,
the council reports to the Secretary of Education and the Secretary of
Labor,

Priority 3. Establish yourself and your council with those to whom the



0 Priority 4. Establish yourself and your council with those individuals
and groups with whom cooperation and coordination is essential if
adopted policies are to be fully implemented (i.e., local schools,
SDAs, local advisory councils, teachers, and administrators),

Initiating State-Level Contacts

State govermment, like any other segment of society, has its protocol.
Protocol may vary in its importance from state to state, but nonetheless, it
1s wise to check it out before proceeding. Following are suggestions:

Bovernor's office. Usually, the governor has a staff person or persons
W ponsibilities related to education. This person is the individual
Wi .nom staff of the council will initiate contact in the governor's office.
Ke sing the governor's education staff apprised of council studies and activi-
t12s keeps the governor infomed. Education staff will be knowledgeable of
the governor's concerns and interests related to vocational education and thus
can be helpful to the council in addressing these issues, Education staff
researches a variety of issues and seeks research by others on issues. A good
working relationship between the council and the governor's office can result
in coordination that has mutual benefits. Depending on the state, direct com-
munication with the governor may or may not occur. One must keep in mind that
direct communication with the governor's education staff may be the desired
goal. Governors themselves have limited time but have great confidence in
their staff, so time may be better spent with staff, [Note: 1In States having
council members appointed by the governor, there may be staff, other than edu-
cation staff, having responsibility for appointments. It may be that the
council will work through the appointments staff in working with either the
governor or the governor's education staff. Responsibilities of the appoint=
ments staff in coordinating council activities with the governor (or gover-
nor's education staff) should be carefully checked in these instances.]

Council members, particularly those appointed by the governor, may be per-
sonally acquainted with the governor or the governor's staff, Existing rela-
tionships may be a basis for establishing a good working relationship with the
governor's office. Care should be taken neither to exploit these relation-
ships nor to assume that viable relationships will naturally follow.

Liaison=building activities with the governor's office include the

following:

0 Be sure mailing lists for council publications, brochures, newsletters,
meeting agendas, minutes and other appropriate informative documents
include not only the governor, but also the governor's staff, such as
education aides, appointments staff, economic development staff, and
others,

0 Include a cover letter with Information that targets specific 1ssues of
Interest to the governor or staff,

72 i?j?



0 Hand-carry information to staff and discuss council recommendations or
advice with them, particularly when it contains specific suggestions or
topics being pursued by them.

0 Ask if there are studies with which the council can assist.
0 Respond promptly to requests for information.

0 Provide information from sources in addition to the council (such as
local studies, national studies, studies from other states) that may be
useful,

0 Informm the governor's office of achievement by individuals, schools,
orivate sector, and others to whom they may wish to send congratulatory
etters,

0 Invite staff to discuss 1ssues at regular council meetings.

0 Involve council members in discussions with the governor and/or staff
whenever possible. Council members who are politically active in the
party opposite that of the governor's office should maintain a very low
profile in that office. Likewise, those who are politically active on
1ssues not related to vocational education, even though they are of the
same political party, may need to play secondary roles when meeting
with the governor, This sometimes shifts the focus to other issues.

State board--CEQ--state director of vocational education. The Chief Exec-

utive Officer (CEO) of the state board will generally be the person through
which the state council staff initiates contact with the board. The CEO is
known as the chief state school officer. If the state board for vocational
education is separate from the state board of education (Wisconsin, Indiana,
and Oklahoma), the CEQ is commonly known as the state director of vocational
education, If vocational education and education in general have the same
board (Missouri, Texas, California, Michigan, I1linois, and Kansas), the CEO
or chief state school officer will be the state superintendent, commissioner

of education, or similar title.

If the CEO or chief state school officer is elected, it is imperative to

keep in mind that the position is political.

Again, for those council members appointed by the state beard, "acquain-
tances"” may exist. The same caution as stated for governor-appointed councils
applies.

In states having a state board of education that also serves as the state
board for vocational education, the person who is designated as the state
director of vocational education will usually be one or two administrative
levels removed from the CEQ or chief state school officer. This situation
(most common among states) creates a new twist for establishing good relation-
ships with the state board. Additional layers of administrators may need to
be added to the council's 1ist for rapport development,
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Although the state director of vocational education is the state's key
administrator for vocational education, this individual is not the state
board's CEO., In these states, the council may work more closely with the
state director of vocational education than with the superintendent or CEO,
but the top-level relationship needs to be fostered because 1t provides the
needed, direct 1ink to the state board. Neither individual should be ignored.
In these organizational structures the council will be viewed as a special
interest group whereas a separate state board for vocational education views
the council as being aligned to Tts single charge,

Different roles of the state boards themselves will affect the kind of
relationship they have with their state councils. This in turn will influence
the manner in which the council pursues 1ts posture with the board. For exam-
ple, if the state board appoints the council members, this may provide a sound
basis for an effective working relationship, ’

A council in a state having a separate state board for vocational educa-
tion 1s more 1ikely to have the state board's ear because it is a natural
relationship, When a state board serves more than vocational education, that
board will have several councils and speciai interest groups seeking its
attention. The attention and time these boards give issues brought befcre it
by the council may be far less than that of the state board serving only voca=
ticnal education. A council working with a comprehensive state board may find

1t necessary to intensify efforts in establishing the relationship and rapport
needed to be effective.

The number of times during the year in which comprehensive boards address
vocational education issues is of concern to the vocational education commun-
Tty in many states. Concerns voiced are that vocational education only
appears on the agenda when the board adopts the state plan and its budget pro-
posal, thus giving the impression that vocational education is a low priority
to the comprehensive board.

Two postures for state council are surfacing in these situations. One is
that councils are encouraging the state board to include vocational education
Issues as least four times a year on 1ts agenda. The second is that councils
are seeking to have state boards adjourn their meeting for general education
and reconvene as a state board for vocational education to consider the con-
cerns of vocational education,

The sole state agency reauirement for receipt and administration of voca-
tional education funds is a uni form governance structure throughout the
states, but results in a variety of systems of administration because it must
accommodate varjous state organizational patterns. States having separate
syitems for secondary and postsecondary education may use either system as the
sole state agency. The “other" system has an agreement or contract for how it
works with the state's board for vocational education,

It is essential that the council develop a healthy T1iaison relationship
with that "other" board. The council does not make its recommendations and
submit its advice, as mandated by the Perkins Act, to that board, However,
nothing precludes the council from doing so. Many councils functioning in
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states with this system have elected to make such recommendations in order to
facilitate desired actions.

A word of caution--care must be taken to be certain that it does not
appear the council does not recognize the state board's (for vocational educa-
tion) authority or that the council is trying to circumvent that authority.
One successful approach has been to use language that recommends that the
"other" board assist the state board for vocatfonal education in achieving the
desired outcome by initiating appropriate actions. From time to time, states
undergo a struggle related to the governance issue. State councils can inad-
vertently get involved in these struggles unless they are conscientiously
aware of the lines of authority and careful to respect them.

_.The question of governance is one in which numerous state councils take an
active role and make policy recommendations. The point here is that staff

should be careful not to thrust the council into the debate unknowingly.
Liaison-building activities with the state board include the following:
0 Attend meetings.

0 MWork with subcommittees of the state board that may be addressing voca-
tional education policies.

0 Invite the chair to address the council.

Include members on mailing 1ists to receive council publications.

Lo ]

o Plan joint meetings or forums of the state board and state council to
address vocational education issues.

0 Host an annual dinner for informal discussion between the councii and
the state board.

0 Present recommendations to the state board at a special session (such
as an evening session) to allow adequate time for discussion. (Presen-
tation should be made by council members, not staff,)

0 Attend public hearings of the state board.

=]

Some councils present appropriate reports to the state board at public
hearings. Others do not, feeling they have special meetings for this
purpose,

0 Be knowledgeable of key issues and priority initiatives of the board at
all times and keep council members apprised.

o Communicate the concept of working together rather than an adversarial
relationship,

o~



Liaison-building activities with the CEO include the following:

0

0

[0}

Plan periodic (such as quarterly) meetings to discuss vocational educa-
tion policy issuc.. Include the council chair or committee chair who
1s involved with a topic the councii wishes to communicate,

Foster respect and trust Plus the idea that the -council can be a valu-
able asset for improving vocational education,

Keep the CEO apprised of council activities, including possible advice
and recommendations the council will be making to the state board.

Review council reports, recommendations, and advice with the CEO prior
to presentation to the state board.

Support (openly) initiatives of the CEO when they concur with council
positions,

‘Request input from the CEO for studies and research the council might

provide which would be helpful to state board decision making.

Invite tiie CEQ to make presentations to the council and engage in dia-
Togues with them, particularly about issues such as the state board's

legislative package and budget requests,

Encourage appointments of council members to ad hoc study groups of the
CEOD or state board.

Include the CEO on council’s mailing 1ist for publications and other
information of the council,

Be apprised of critical issues and activities facing the CEO.

Provide information upon request or as it becomes available that may
assist or be of interest to the CEO,

Send copies to the CEO when corresponding with board staff or members.

Feature articles concerning positions or initiatives of the CEQ in
newsletters or publications.

Infarm the CEO of direct communication with board members.

Be cognizant of deputy, vice, or assistant staff levels with whom rela-
tionships need to be fostered,

Liaison-building activities with state director of vocational education
include the following:

(o]

Establish regular meetings with the state director.



0 Ask to be invited to attend vocational education staff meetings.
Respect the need for confidentiality on issues when appropriate.

0 Keep the state director informed of council activities.

0 Encourage director's attendance at council meetings and make agenda
support materials available,

0 Request input for areas of study which would be beneficial to the state
director's initiatives. '

0 Invite presentations or regularly scheduled updates at council
meetings,

o Communicate appreciation for state vocational education staff in
efforts to assist council such as providing information or addressing
the council,

0 Review council reports, advice, and recommendations with the director
before making presentations to state board or others.

0 Include the director and staff on mailing list of council.

0 Share information, discuss conference participation, or provide new
resouce information, studies, etc. to vocational education state staff
for areas related to their specific responsibilities.

o Develop a rapport that reflects mutual goals for quality vocational
education. This does not always mean total agreament on process,
delivery, priority, and other factors.

ng,TrainingrCaordjnatjng,CouﬁsjigﬁJngl

An effective l1iaison relationship with the state's JTCC is important, not
only as a group to whom the council reports its advice and recommendations
concerning the coordination of JTPA and vocational education, but also as a
group that can be helpful to the council in its evaluation of tnis coordina-
tion. At least one member of all state councils will be a member of the JTCC.
In several states, more than one member is a member of both councils {Alabama,
Alaska, I11inois, Nebraska, Nevada, New Hampshire, New Mexico, Ohio, South
Dakota, Washington, Wisconsin). These members will be valuable elements in
developing good working relationships.

JTCCs are appointed by the governor, with a chairperson representing the
private sector. JTCCs have responsibility to advise the governor. 1In addi-
tion, they have responsibility to work with other agencies to identify various
training needs. The JTCC reviews and comments on the state plan for voca=-
tional education, JTCCs are required to access coordination among a variety
of state agencies,
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Council staff shoszild become well versed on the Job Training Partnership
Act (PL 97-300), whicE™= {isthe federal legislation F~or employment and training
programs. The NAS/CO™VE Hindbook contains summariess of JTPA and the JTCCs.
These will provide nee=ded, basic information on whi <h to build a more thorough
understanding about y>ur state's JTPA system. Chaprter V has a description of
the JTCC; Chapter VIITX sumrizes JTPA and cites se «—tions of the Perkins Act
pertaining to JTPA anc vocitional education coordir ation,

Keep in mind that even though the JTCC and the state council on vocational
education may appear t=o hwe similar responsibilitis==s, there are significant
differences. One majcsr difference 1s the autonomy «>f the councils and their
staff. Federal legisl atim does not provide that s=aff of the JTCC be
obtained by and be res ponsible to the JTCC itself. Staff are employed by the
agency administering & TPA programs and assigned to =taff the JTCC, whereas
council staff work for— the touncil, not the state bedard of education. A sec-
ond difference is that- JT((s advise local as well a= state entities on their
plans, whereas the sta=te cuncils advise only state—71evel entities and report
at the federal level. '

Another difference 1s gnerally the size and mak=eup of the two councils.
Vocational education ¢ -ouncils have 13 members, with 7 from the private sector
and 6 from the educatieonal arena. JTCCs are generat 1y much larger, with a
significant membership fron local govermment and put= 1ic sector agencies.

Liaison-building asctivities with the JTCC and JT- PA community include the
following:

0 Attend meetings of the JTCC.

0 Include the JTCC= and JTPA community (sbA, PIC =, and others) on mailing
lists of counci® to receive publications and «ther council information.

0 Participate (bot=h mebers and staff) in confe 3~ences sponsored by the
JTPA community.

0 deet with and pa- rticpte on subcommittees of the JTCC.
0 Hold joint meeti ngs of the JTCC and state courscil and/or subcommittees.
0 Establish regula r (qurterly) meetings of the staff for both councils.

o Avoid duplicatforan by discussing plans of both councils. for the assess-
ment of coordina-—tionbetween JTPA and vocatiorsal education,

0 Plan reports at saegular meetings of both counc=1i1s to keep members
apprised of the =activities of each.
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0 Assi _ st the JTPA community to better understand the Per—kins Act by pro-
vidi ng information through presentations or summarizec= materials about
the act itself.

0 Co-s=ponsor studies or research,

Private Sec—tor

Trade 0 «r professional associations serving the private Se=ctor may provide
the needed avenue for the council to “advise the business coramunity and gen-
eral public=." These Tiaison relationships are the least welEl developed for
state counc=11s and the educational community in general. Cocoperative efforts
between the= public and private sector, particularly with vocz==tional education,
have a long=z history. These have been mainly locally driven =and without the
sense of @ nationwide concerted effort, which began with the 1976 Vocational
Education Acumendments, gaining momentum and reaching mandated status in the
JTPA of 198=2 and the Perkins Act of 1984,

Therefo - re, not only is the expertise and the finesse witkm which partner-
ships are beuilt at an infant stiage, the acceptance level of t—=he benefits for
the two se¢ _-tors continues to be in need of influence. Keep = n mind that seg-
ments of th=e public sector are often mandated to coordinate =and cooperate with
each other, but for the private sector, it 1s a voluntary prc=cess.

The dev.-elopment of effective 11aisons with private sector— groups may have
the longest - way to go and could become extremely time consumE ng. To assist in
this endeave or, it 1s suggested that councils tdp into existirag efforts as
resources 1 n this area,

The Nat _ional Association of State Councils on Vocational Education (NAS/
CoVE) has wemorked to establish a 11aison relationship with seweral private sec-
tor associa .-tions at the national level, as have national voca=tional education
association==s of educators, administrators, and state director—s. These efforts
have provideed an entree at the state level for many councils..

Local 1—faison relationships, particularly through local a=dvisory councils,
may be addi®tional resources to state councils. These relatio=nships may be
directly TiEnked to the private business or corporation, in 11 eu of their state
association counterpart.

The cthgir obvious resources are the council members thems elves, The seven
members of #—the private sector can do a great deal within thei r own fields to
establish pcositive rapport,

As counc=11s assess the labor force within their own state s to determine
growth and mretraining needs, they wi1ll acquire insight into w=hich private sec-
tor groups =should be pursued first., Following are examples o--f the kinds of
trade and pre~ofessional associations or businesses with whom ... ouncils may find
11aison rel==ationships advantageous,

79



Horker Related

o Organized labor
0 Secretarial orgmizations
0 Nursing organiztions

Management Related

0 Training and personnel association

o Civie groups forbusiness (e.y., Chamber of Commerce and sma= 71 business
associations)

Industry Related

0 Medical associatims (e.g., hospital, health, and dental)

0 Financial associations (e.qg., banking, savings and loan, credit and
insurance)

0 Agricultural assiclations
0 Manufacturing aswciations

Liaison-building activities wi th the private sector include the
following:

0 Attend conventionand other state meetings of trade and pro¥essional
associations (staff and members).

0 Provide a sessiom (presentation or workshop) at meetings to <d1iscuss
vocational educatin partnerships with the private sector.

0 Exhibit at conventions to distribute vocational education ancd council
information.

Provide certificites to acknovledge assistance given by the private
sector to vocatiml educatdion through service on local advisory com-
mittees or speciil partnerships at the local level,

o

o Commend and recopize private sector initiatives in publicat¥ ons and
news releases of the council, ¢iting individuals, associations and com-
panies by name.

0 Invite representitives of state associations to attend counci 1 meetings

and/or make présetitions to the council about their needs fo r a future
work force,
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settings.
0 Invite representatives of the private sector to provide input to the

council on various issues through surveys, public hearings, blue ribbon
panels, technical committees.

0 Develop a mailing 1ist of private sector individuals who have been
invoived in vocational education for distribution of newsletters and
cther information to maintain their irvolvement,

0 Provide news releases to local newspapers, radio, and television to
acknowledge contributions of the private sector to vocational
education.

o Invite a panel of association representatives to meet with the council
or its committee to identify strategies to assist the council in effec-
tively reportirj to the business community and general public.

0 Work with trade and professional associations to exchange news items
for newsletters.

0 Secure members of the private sector to address vocational education
and JTPA conferences to present their views on education and training
for employment.

Other Agencies and Organizations for ngjspn,&glatiansﬁig;

Following are categories and examples of groups with which the council may
find a cooperative working relationship beneficial. Although the council has
no mandated responsibility to these groups, they may be instrumental in
encouraging decision-making bodies to adopt council recommendations and
advice. The groups will aiso be responsible for initiating the changes needed
to implement new policy successfully.

Vocational education community. The kinds of vocational education groups
taking shape in any state will vary because of the delivery system, state
organizational structure, size of state, and a variety of other factors.
Because these groups will be affected by council advice and recommendations,
developing a communication 1inkage with them is important,

Vocational education groups may be a resource to the council in two ways.
First, they possess much of the information needed by the council to fulfill
many of its mandates, particularly the evaluation of the adequacy and effec-
tiveness of vocational education. Secondly, they may provide valuable 1input
for council advice and recommendations.

If councii recommendations and advice become policy adoptions by governing
boards, the vocational education community will be instrumental in implement-
Ing and carrying out these policies. Although some policies call for state
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level process, practice, and activity implementation, others ma, be dependent
upon attitude and more localized initiatives. A good rapport between the
council and the grassroots of the vocational education community may ulti-
mately determine the impact of the council's efforts. Groups may or may not
be ﬁanna11y organized into associations, therefore may require varying

Following are examples of 1iaison-building activities that may be effec-
tive and of the kinds of groups and organizations with which the council may
work cooperatively.

~Liaison-building activities with the vocational educational community
include the following:
o Participate in (or cosponsor) inservice education activities of the
state's vocational association.

0o Assist vocational educators to work more effectively with the private
ssstsr by providing inssrviss sdu:atiaﬁ and technisaT assistance for

tﬁy councils.

o Work with and support activities of the State Occupational Information
Coordinating Committee (SOICC) by having a council member or staff per-
son with assigned 1iaison responsibilities.

‘0 Schedule joint sessions with the SOICC for input into planning and
receipt of information.

o Participate in inservice education meetings for administrators of voca-
tional sducstian prograns; providing them with an update of council

o Include local, regional, and state vocational educators on mailing
1ists of ths ccuncil to receive reports, publications, newsletters, and

o 0Offer to provide a periodic review and update of council activities at
meetings of association boards. Invite reciprocal reports.

o Conduct public hearings to obtain the views of the special interest
groups of vocational educators.

o Commend and publicize achievement of individuals, groups, and programs
of the vocational education community.

0 Conduct interviews and surveys to obtain views of the vocaticnal educa-
tion canmunity. ,

0 quusst the vesationai sdusatian cgmmunity tc sonduct tours of their
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Encourage councii members and/or committees to select a group or organ-
1zation having interests which align with their council responsibili-

ties and develop a 1iaison relationship as a council re?resentative to
I, and so on.

that group, attending meetings, reporting to the counci
Encourage council members to become participating members of committees
of various vocational education groups.

Attend conferences sponsored by the vocational education section of the
state board, make preser tions, encourage council participation, have
an exhibit, and conduct public hearings in conjunction with
conferences,

Meet with university personnel to present council information pertinent
to their concerns.

Discuss vocational education policy issues with students in preservice
and inservice education programs at unjversities,

Provide counci? publications to universities for use in class discus-
sions with students,

Groups with which the council may work cooperativaly include the

following:
0 State Board for Vocational Education.

o

(=}

Vocatjonal education associations--found in all states, usually affilj-
ated with the American Vocational Association, sponsor conferences and
other professional development activities.

Local, area, or regional vocational education administrators--may or
may not be formally organized, but often participate in state inser-
vice education meetings. May have several groups such as community
college deans, area vocational school administrators, area or regional
directors, and departmental chairpersons,

Local vocational education advisory council members--seldom organized
beyond the local area,

University vocational education personnel,

State vocational education staff plus staff of community college board,
higher education boards, and/or boards of education, if separate from

vocational education board Who work with vocational education,

: competencies of vocational education graduates, It



rapport or liaison relationship with that segment which {s conducive to creat-
ing these partnerships.

Recent emphasis on the need for basic academic skills has probably brought
the vocational education community and the general education community closer
together than any other factor. The extent to which this is happening varies
among states., A number of conditions enter into the picture. Some conditions
create barriers while others are facilitating in nature. The following 1ist
of conditions and examples may be helpful for assessment and comprehension of
this relationship in your state. Coordination often emerges as a solution to
a problem. Several factors affect this coordination.

0 Single State Board for General Education and Vocational Education. The
structure implies a policy of vocational education being an integral
part of the total educational process. Conversely, separate boards
imply separation of the two, thus requiring coordination to be a con-

scious process,

0 Decline of School-Age Popuiation. As enrollments decline, per pupil
reimbursements provide fewer dollars and staff reductions often result.
The education community may work together to save teachers’ jobs or
take advantage of smaller class sizes to improve instruction, or they
may be polarized as they scramble to protect their own turf.

0 Increasing Academic Requirements for Graduation. Coupled with declin-
ing enrollments, having Tess time in the school day to participate in
vocational education has resulted in a secondary enrollment decline for
vocational education. Increasingly, vocational educators are attempt-
ing to work with the general education community t- determine if voca-
tional education can be substituted for some mathematics, science, and
Tanguage arts requirements.

Employer Criticism of Vocational Education Having Graduates Who Are

Deficient in Academic Skills., This criticism is causing vocational

education to go to academic education for assistance in how to inte-
grate and enhance teaching of "basics" in vocational education, thus
acknowledging the need to work together.

(o]

0 More Students in Advanced Academic Courses. Increased graduation
requirements are causing many students who had been taking minimum aca-
demic courses to take advanced courses. Many of the students are there
reluctantly. Teachers are finding they need to change traditional
instruction methods and are seeking assistance from vocational educa-
tion for using methods of application.

The kinds of individuals and groups within the general education commun-=
ity with whom state councils want to develop cooperative 1iaisons differ from
stace to state because of organizational structures. Some generic examples
1nclude state associations for local boards of education, community college
boards or state education Boards not designated as the state board for voca-
tional education, education departments in universities, boards of higher

a4
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education, special education cooperatives and teacher groups, and state asso-
ciations of principals and superintendents, -

Liaison-building activities with the general education community include
the following:

0 Select activities suggested above for working with vocational education
which are also appropriate for working with general education.

0 Develop a mailing 1ist for general education Individuals and groups to
use in disseminating council newsletters, publications, and other
information.

0o Encourage vocational education to provide the general education commun-
ity with information.

0 Assist the general education community to become aware of how voca-

tional and general education affect each other, thus creating a need
for rclationships between the two.

o Participate in statewide conferences and sponsor vocational educat<on
sessions,

0 Conduct public hearings in conjunction with statewide conferences to
get input from participants,

0 Co-sponsor studies to obtain information of mutual benefit,

Eovernmenta]gggencies. Each state will have its own names for agencies,
but there are similarities in the types of state agencies. Even though
responsibilities will be grouped differently, state agencies are generally of
two types. One is a branch of the governor's office and is administered
through that office. The second is separated from the governor's of fice and
generally administered by appointed or elected officials or boards.

A state agency directory is helpful in sorting out what may seem to be a
maze of agencies. Tnose of particular interest to the council have responsi-
bility for the following:

0 Job Training Partnership Act agencies

o Human resource development

o

Etonamiéfcammunity development (some states have agencies for smalil
business

0 Labor, apprenticeship, job or employment services

o Corrections
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o Rehabi]itaticn!serviﬁes
0 Licensing and/or certification

Other state agencies (or departments within agencies) may be of interest
to the council for specific issue-related topics. Examples may include those
with responsibility for such areas as aging, drug and alcohol abuse, family
and/or child services, women's concerns, and consumer concerns,

Liaison-building activities with governmental agencies include the
following:
o Identify the state agencies and their primary missions,

0 Determine which state agencies have interests and concerns common to
those of the council; identify specific concerns.

0 Review these agencies with members of the council to ascertain existing
relationships on which to build.

0 Be alert to activities, meetings, or other events that may provide an
opportunity to discuss mutual interests with staff or other agencies.

0 Recognize that appropriate relationships may be periodic and do not
require routine initiation.

0 Communicate using exchange of information.

Legislative relationships. Perhaps nothing varies as widely from state to
state as the manner in which state councils work with their state Tegislatures
and with their U.S. Senators and Representatives, However, some general
guidelines and suggestions are applicable across state lines.

State councils are funded with federal funds. Some state councils also
recelve state funds. The use of federal funds for federal lobbying 1s not an
allowable expenditure of funds., To understand the councils' role in the 1eg-
islative process, 1t is necessary to understand the process “tself.

Many fine 11lustrations and discussions about how bills are introduced,
amended, and eventually passed into laws are available. The NAS/CoVE Handbook
(Chapter VIII) is one resource. State councils in Alaska and New Mexico have
developed materials they are willing to share. The state vocational associa-
tions and many other state and national level associations also make this
information available for staff and council review and use.

The councils' involvemern% with legislative bodies is for the purpose of
providing information. This is not a termm to cover up "lobbying" efforts, but
a term to be taken at face value. State legislatures, as well as our federal
lawmakers often request state councils to come to testify. This request is
made as a means of acquiring information. Lobbying has legal definitions and
requires registration in most states, Staff should cleariy understand these
definitions and terms.
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Webster defines a lobbyist as “one who tries to get a legislator to vote
In favor of his [her] special interests.,” The phrise “-tries to get a vote" is
the key phrase., If a council presents its finding ale g with its conclusions
and recommendations, the council is providing informati ©n, The key is to pro-
vide the information and not to “try to get. . ,." Fo = the most part, when
councils provide information routinely it is helpfil to the Tegislator in con-
sidering emerginc issues, not to determine his orher veo te on a bill, Proh-
lems may arise for councils when 1ssues are controversi =1 .

For the purpose of this discussion, it is imprtant to know the players.
The legislative branch at both the state and federtl Tewwrels is made up of
elected officials with emp] oyed staff to assist inthele~ work (in a manner
similar to that of the governor's office). Legislative staff may provide ser-
vices to a conmittee, a political party, an individial r=sember, or the legisla-
tive body as a whole. Services provided include amini=trative, clerical,
legal, information, or others needed for carrying wt tlzeir responsibilities.

Personnel who have responsibility for keepingelecte=d officials apprised
of information related to various topics and isswsare Kknown as ajdes, advi-
sors, or staff. It is with these individuals that toun= ¥1s usually work.
Councils provide staff with information they can use to apprise those for whom
they work,

Liaison-building activities wich legislatures includ &= the following:

0 Provide information and data collected by the cousnc il as they become
available on a routine basis, This makes ita resgul ar service, not an
attempt to get a vote.

0 Develop 11aison relationships with legislative st=ff for education and
labor committees and budget or financial comttee=s, These people
need the information most.

0 Discuss council information with legislators or s&=aff.

0 Be prompt in gathering additional 1nformation wherz it is requested.

0 Become knowledgeable of research activitiesbeing conducted by legisla-
tive staff to avoid duplication or assist if pprpriate.

0 Ask what kinds of information they need or wuld & ind helpful in their
work,

Invite legislators and staff to address the counci 1 on key issues.

Q

0 Encourage members to voice their concerns and inte rests as private
citizens to their legislators.



Federallevel Liais=ons

Liaisons established between thestate count™—i1 and federal-level groups
are important. The effectiveness ofthe council may not be as directly
enhanced as it will be with state~Jael llaisons—, but good working relation-
ships may be extremely helpful to concil staff. The development of these is
not particularly time consuming,

A 1isting of these federal-levelgoups follcows below. A brief discussion
of each, its role and relationship tistate counc—11s, and some suggestions to
staff are included with each. Addi timal infoma=tion, names, addresses, and
phone numbers are in Chapter V of the MS/CoVE H==andbook.

U.S. Department of Education

The USED has responsibility for state council  compliance. The Office of
Vocational and Adult Education provids technical assistance to state ccun-
€ils, particularly in tems of federil reports ree=quired by the councils.

Staff should build effective andfriendly rel ations with the vocational
education staff of the USED who vork directly wit h the council. New executive
directors will want to call and introice themsel wves to the staff. You may
wish to ask the staff to review yourstate's file and visit with you about
improving reports sent to that offic,

When new support staff responsiblefor federa™1 reports, particularly
financial, are brought on board, a telphone call  to clarify questions will
not only expedite the time council stff has to SE=end on these and diminish
time required of USED.staff, but alsomy make the= difference in whether or
not funds can be released to flow toth state in  a timely manner.

The USED should be included in thcouncil's ranailing 1ist to receive
copies of council publications in addltion to this=e reports required to be
submitted to them. Staff members of IS are ofte=n in attendance at regional
and national vocational education meetings., State= council staff should take
advantage of these opportunities to ¢t acquaintecE and introduce council mem-
bers to them. They are knowledgeabl e of nationwicme emerging issues and ini-

tiatives, thus are valuable resources,

U.S. Department of Labor

State councils are required to sumit reports - to the Secretary of Labor
about their findings and recommendatims relevant to the adequacy and effec-
tiveness of vocational education and the coordinat jon of JTPA and vocational
education. Other reports and publicatins of the - council may be useful to the
Department of Labor because of their rsponsibilit.—y to JTPA programs.

Although councils do not work directlywith this d=epartment, opportunities to
build pisitive relationships will ultimtely serve to improve coordination
between vocational education and JTPA ore partice=ularly state councils or
vocational education and state Job Trilning Coordim=snation Councils.
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National Association of State Councils on Vocational Education (NAS/CoVE)

The NAS/CoVE 1s an association for state councils. All state councils are
members. Communications of the association generally are sent to council
offices for distribution to members. Staff of state councils should take an
active role in the association. It providas an opportunity to exchange ideas
with staff from other states and is a vehicle for staff development, The NAS/
CoVE Handbook provides additional information about the association, as well
as resource materials for council use.

National Council on Vocational Education (N/CoVE)

The National Council on Vocational Education was established by the
Perkins Act to advise the President and Congress, The national and state
councils have no mandated responsibilities to each other, but do desire to
canmunicate, exhange information, and Support each other's efforts.

State councils are urged to develop a positive relationship with the
National Council. Council publications and information should be forwarded to
the National Council office. State councils may wish to include National
Council members on their mailing lists for newsletters and major publications.
In addition, states having a member of the National Council may wish to extend
a special invitation to that person to attend State council meetings or to
participate in dialogue with them on national and state issues, Chapter V of
the NAS/CoVE Handbook provides additional information about the National Coun-
¢il, plus a 17sting of its members.

National Center for Rggearch,inVVQﬁatipnai Education

The National Center for Research in Vocational Education, ccnmonly known
as the National Center, is located at The Ohio State University and is cur-
rently funded under the Perkins Act, Chapter V of the. NAS/CoVE Handbook
describes the mission and activities of the Natiohal Center. Chapter VI con-
Eai:s numerous examples of the kinds of resources available from the National
enter, N '

State council offices are automatically on the National Center's mailing
1ist to receive their newsletter (which announces workshops and new products)
and catalog. The National Center can provide many services at a minimal cost.

taff at t' National Center are knowledgeable of nearly all recearch and
initiatives tha. are taking place. They are willing to help you find it or
put you 1in touch with péop?é who are knowledgeable about the %opiéi If you
are conducting a state study and want to find out what 1s happening in other
states on the topic, the Nationa? Center will be your best resource,

Two 1tems from the National Center are recommended as "musts" for all
council offices. Th: first is a series titled "Research You Can Use--Need
Some Facts." It is a lay-language publication series, 4-8 pages (5 x 8 size)
and available to state council offices and members at no cost. Another series
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that is available atavery low annual subscript=1ion rate is Facts & Findings.
Issued quarterly, itis in newsletter format and summarizes research relate
to vocational and Eesthnical education,

Many state councls participate in the Natio nal Center's ADVOCNET. This
online communications network of federal, state =and local vocational and tech=
nical personnel is aelectronic mail system for transmitting messages, docu-
ments, and meeting an product announcements. aS  well as offering electronic
publications and bylletin boards. Nearly all staate boards participate., State
councils can access their services or obtain the=3Sr own "mailbox." For addi-
tional information, see the NAS/CoVE Handbook, (Fmapter V, page 21; call the
National Center; or ntact your state director c=f vocational education,

Council staff areurged to participate in act=1vities sponsored by the

National Center or iisAcademy (which provides st—aff development activities).
Counc1l members willilso find these activities wraluable.

Other National Organintions

National! trade an professional organizations= provide a wealth of infor-
mation about vocatioml and technical education u seful to staff of state
councils, Membershipani/or participation in cor-ferences and workshops will
contribute to the prifessional growth of staff, Examples of these include
American Vocational Asciation (AVA), American A- ssociation of Community and
Junior Colleges (AACI), National Alliance of Bus—iness (NAB), and American
Society of Associatymixecutives (ASAE).
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POLICIES, PROCEDURES, AND PRACTICES

The Carl D, Perkins Vocational Education Act; Section 112 (c) indicates:
"Each State council shall meet as soon as practical after certification has
been accepted by the Secretary. . . . The . . . council operating procedures
and staffing, shall be as provided by the rules of the State counci . e e W

The chapter on Administration and Organization of Council Activities deals
with how staff can assist the council in carrying out their mandated responsi-
bilities efficiently and effectively. This chapter concerns itself with poli-
cies, procedures, and practices that are established by the council itself to
provide direction for both staff and counci] members,

Formally adopted policies are needed for some areas with which the council
concerns itself. Procedures may be developed to establish a step-by-step pro-
cess, often serving as a checklist for completing an activity., Practices can
best be described as "the way we do things." Practices are seldom in writing,
but in the minds of staff and members, they may carry the same weight as an
officially adopted policy. Although practice can be changed, all the "resis-

tance to change" emotions may surface.

Personnel P:: icies

A1l state councils should have personnel policies on file. A brief list-
ing of items that may be included is provided to assist a council wishing to
revise its policies. States differ in the process used to revise or develop
personnel policies.  Council bylaws may establish the process, or the policies
themselves will have a provision.

A personnel committee may be appointed at large from the council or it may
be composed of the executive committee/officers of the council. Staff

Tnvolvement in the process of revision is usually through the executive direc-
tor, unless another process is specified.

Examples of items that should be addressed in personnel policies include
the following:

0 Explanation of procedures used to establish and revise policy
0 Personnel covered by the policy
0 Recruitment, selection, and hiring practices

0 Use of reference checks, interviews, and competency testing
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o Status of existing personnel in applying for vacancies
o Authority for decisions for various positions
) Salary ranges and/or scales, authority for recommendation and approvai
o Staff involvement in personnel policy adoptions and revisions
0 Fringe benefits, conditions, and allowances
o RespansibiTity for job descriptions and personnel evaluation

o Implications for pﬂrfannanﬁe reviews, such as probation, dismissal,
merit pay, and salary adjustments

disabi]ity, sick 1eave, and cther leaves =

0 Work schadules and lunch and break periods

0 Paycheck distribution

o Official and religious holidays

0 Vacation schedules, accumulation and transfer, pay for unused days

0 Leaves of absences (sick days, personal, 1llness or injury, campaign,
court, professional development, voting, elected office, bereavement,
educationa], ch1ld care, and communication action), conditions. dura-
tion, status of pay, benefits, accumulation of tenure, and extensions

o Personal leave

0 Standards of conduct/code of ethics

0 Records of the employees, confidentiality and review

0 Griévance procedures '

0 Resignatign and termination of employment, exit interviews

Fringe Benefits

Fringe benefits vary greatly among the states. The Utah council staff .
periodically surveys staff of state councils to collect salary and fringe
benefit information. Examples of fringe benefit packages provided by councils
include the following:
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0 Worker compensation
o Coverage under Unemployment Compensation Act

0 Retirement (i.e., state employees, education, social security, and
private pension plans)

o Life 1nsurance (which may be maintained by employee after leaving the
council's employ) _

0 Medical and dental {nsurance and family coverage

0 Car allowance

0 Membership dues in professional organizations

0 Car provided (1eased, rented, state vehicle pool)

0 Tuition reimbursements

0 Bonus payment, bonus travel package

0 Credit card for business expenses

0 Individual Retirement Account

o Complimentary entertaimment tickets

0 Sabbatical

0 Leave with pay to perform vocational education services and studies,
serve as a consultant, conduct workwhops, or deliver speeches for which
compensation is also provided

0 Annuity programs

0 Investment orograms

Job Descriptions

All staff of the state council should have a job description on file.
These may not be adopted as a policy would be, but serve as a form of policy
to provide direction to staff. The preparation and revision of a job descrip-
tion is an administrative or staff responsibility: however, the council
usually endorses them in some manner, ' They may be provided in bylaws or per-
sonnel policy.) Job descriptions are generally the basis for job performance
evaluations,

Job descriptions for the major staff roles as described in the chapter on
council staff are provided here as examples., The content would need to be
adjusted to fit particular state situations, .
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Executive director. The executive director provides the following job

functions for the council as they relate to vocational and technical
education:

o]

]

Serve directly responsible to the council.
Serve as the official spokesperson for the council.

Employ office staff to carhy out functions for council, supervise
staff, and make recommendations for staff salary .and promotion to the

cﬂunc11
Prepare annual tentative budgets for review by the council.

Submit budget to appropriate federal offices and provide for necessary
requests of the fiscal agent.

Supervise information needed for preparatinn of reports pursuant to
council direction.

Provide leadership, development, and consolidation of activities as
they re]ate to mandates.

Provide leadership to the councii far establishing and carrying out its
goals and objectives through a plan of work.

Determine financial procedures, accounting, and reporting of state and
federal funds allocated to the council within the approved appropria-
tion limitations and designation of signature authority among staff.

Prepare or direct staff to draft appropriate policy recommendations for
improving vocational education for review by council.

counci] activities such as counci1 meetings canmittee meetings, pub1ic
hearings, and other activities sponsored by council or with which coun-
c¢il is involved,

Prepare (initiate where appropriate) letters, memoranda, question-
naires, requests for proposal, documents, informative materials and
brochures, position papers at the request of the council.

Plan and organize public hearings and conferences with the pub11c,
including representatives from business, industry, labor, agriculture,
and targeted popuiations and groups to gather data and collect input
for reports and recommendations needed by the council and 1ts members.

Develop and maintain a 1iaison (serve on committees representing the
council) with all educational and govermment agencies and private sec-
tor organizations with responsibilities and interests in vocational and
technical education and employment and tiaining.
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0 Advise the council on current issues and innovative practices related
to council functions.

0 Serve as an ex-officio member of the council's committees.

0 Provide orientation for new council members,

0 Work directly with the council chair and/or committees designated by
the chair for detemining r~sponsibilities and activities that arise
between meetings of the council.

o Perform other responsibilities assigned by ttr. council.

As;pzig;g,or assistant executive director. An associate or assistant

executive director has major responsibility for assisting the executive direc-
tor. A sample job description might include the following functions:

0 Serve directly responsible to the executive director.

o Carry out responsibiiities for office operations as assigned by the
executive director,

0 Collect council activity costs for executive director in budget
development, -

o Work with executive director in finalizing and coordinating submission
to federal offices and requests of the fiscal agent.

0 Acquire information for reports on vocational education, Job Training
Partnership Act (JTPA), or others as needed. Responsibilities
inciude the followirng:

-~ Coordinating input activities for council reports
Acquiring appropriate data from various sources

-- Monitoring or conducting assigned research studies

-- Coordinating council input resulting from their participation in the
evaluation process

-- Working with committees as assigned

- Developir- reports and publications ) )
= Publishin, newsletters and other council information

o Draft council's plan of work, maintain progress data, and provide peri-
odic update to council,

0 Coordinate office staff for facility arrangements and preparation of

appropriate materials for council activities, meetings, hearings, and
commi ttees, : _

0 Develop correspondence, position papers, brochures, and documents as
requested. :
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0 Provide staff ::rv cz =7 1. dership for council committees as
requested.

0 Assist execui: 2 wirect -~ by —ollecting and providing appropriate
Information “°= adv. .’ : th> -ouncil on current issues, innovative
practices, z:< ;. forta,

o Develop maiter '»%s fer ‘resentation of council reports and activities.

0 Attend exev::.ve -ow=itt2e meetings at the request of the executive
director,

o Perform ots::r o ponsibitities as assigned by the executive director.

0 Serve as dfire. .ud By executive director in the event of temporary
absence of the dir&ctor.

Res

eéggh associate or evaluation specialist. A research associate or

evalUation specialist has responsib] ity for carrying out functions related to
those activities. A sample job description might include the following:

0 Serve directly responsible to the executive director.

0 At the direction of the council's plan of work, plan, develop, and
carry out research/evaluation activities needed by the council.

o Monitor contracts and/or supervise research activities.

© Report findings to council and work with council to prepare their posi=
tion on the findings.

o Draft, for council review and approval, such items as findings, conclu-
sions, recommendations, and other important information needed for the
council's report.

o Prepare final information for publication.

0 Work with staff and council committees to incorporate public hearings
and council member expertise in developing the plan for research
activities.

0 Apprise the executive director of recommended future research.

Administrative assistant or executive secretary. The position of admin-
Istrative assistant or executive secretary is in.reasingly popular with state
councils, This person often doubles as additional secretarial staff. A sam-
ple job description follows.

Report to the executive director and provide services to assistant or
associate executive director, as directed.
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Fiscal Management--assist director in preparation of state and federal
budgets: )

== Project 1ine items.

-= Determine budget.

-=- Submit budget.

== Monitor state legislation regarding budget.

-~ Advise director regarding overall financial matters.

== Maintain 1iaison with Branch Financial Officer and U. S. Department
of Education, Division of Cash Outlays.

Accounting Responsibiijties:

-- Prepare and maintain records on all council accounting transactions
providing 1iaison with accounting saction of fiscal agent,
-~ Prepare council monthiy and quarterly financial reports.

-~ Prepare and process travel vouchers for staff and cauncil members.
-- Prepare out-of-state travel requests for staff and council members.
-- Prepare and process purchase requisitions, invoice vouchers, and

agreements for contractual service,
== Maintain service contracts on office equipment,

Cffice Responsibilities:

-- Serve as office manager and supervise office staff in absence of
execut1ve director and assistant/associate.

== Assign work to other support staff,

-~ Compose memos, reports, and correspondence.

-= Review council mail, highlighting items for attention of other
staff,

-~ Ensure that correspendence is answered and deadlines are met,

-- Maintain personnel files on council staff, maintain files on council
members and vendor contracts, also maintain council certification
information.

-~ Make travel arrangements for staff.

-- Maintain vacation and sick leave log for office staff.

-~ Answer requests from public for information and reports (verbal and
written). .

-~ Keep up-to=date 1ist of terminoiogy and acronyms,

-~ Serve as additional secretary, as needed.

Council Activities:

-= Arrange for council and committee meeting facilities, meeting mate-~
rials, microphones, seating, and meal functions. i

-=- Attend all council meetings and be responsible for all minutes.

-~ Make travel and lodging arrangements for council,

~- Obtain a 1ist of pre-council meeting correspondence from executive
director/assistant and arrange for preparation and mailing.

-~- Obtain a 1ist of matertals for council packets and arrange for
packet preparation and distribution.
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0 Council Publications:

o

Secretar
assigned to

-~ Proofread all publications prior to printing.
=~ Prepare bid request proposals for printing and follow through aftar
contract award until pubiication 1s recejved,

Other Duties as Assigned:

-- Perfom other duties as assigned by director/and or assistant neces-
sary to carry out the functions of the office.

. The position of secretary may include many responsibilities
he administrative assistant, depending on the competencies and

skil1s of the Individual. The following are typical functions:

0

Provide secretarial service including taking dictation, ocperating word
processor, and typing. Work will include letters, drafts of reports,
notices of meetings, agendas, minutes, and so on.

Attend council meetings, assist with or provide for arrangements, ard
take minutes,

Transcribe tapes of council meetings and forums.
Take minutes of committee meetings, when requested.

Serve as office receptionist--greeting visitors, answering phones, and
placing phone calls,

Open, lcg, and distribute mail.

Maintain general ¥iles, locate files for staff as needed.
Maintain activity files of council committees.

Maintain supply and staragerareas, order supplies when needed.

Operate and arrange for service of copy equipment, word processing
equipment, postage meter, and other office equipment.

Keep council 1ibrary and data files up to date,
Keep all council mailing lists current,
Disseminate council reports/studies keeping accurate records.

Prepare meeting packets ‘and pre-meeting materials, mailing these mate-
rials, minutes, and agendas, to members and others designated.

Proofread documents with other staff,
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0 Establish ¢ffice systems for maximum efficiency.

0 Assist with training other office personnel to use the word processing
system.

o Perform other duties necessary to carry out the functions of the
office, as assigned by staff.

0 Report to executive director and provide se:vices to assistant/
associate executive director and others as Jirected.

Conference Participation

Although out-of-state conference participation can. do a great deal to keep
council members informed of critical issues related to their council role, it
is alzo 'a costly item for limited council budgets. It can also be a point of
contention ‘among council members if they are not actively 3nvolved in the pro-
cess and fully aware of their own participation opportunities.

A set of guidelines for in-state conference participation may also be nec-
essary, but members usually attend in-state conferences that are related to
their own employment interests, thus providing necessary feedback to the coun-
cil. The problem for in-state conferences may be one of ensuring that the
.council has representation, '

Out-of-state conference participation of staff members is an administra-
tive responsibility of the executive director, as determined by staff assign-
ments, job descriptions, and budgetary constraints. Staff travel may also be
influenced by regulations of the fiscal agent. (See chapter on Council
Finances, fiscal agent section.) o

Following are out-of-state conference participation guidelines. The first

part deals with determining which conferences will be approved and how members
are selected. The second part describes the participant's responsibilities.

Selection Procedure

_ Identifying conferences. At the end of each fiscal year, staff will com-
pile a 1ist of conference dates, locations, and estimated expendi tures.
(Chapter V of the NAS/CoVE Handbook provides a 1isting of possible confer-
ences, Addresses are located in Chapter VI.) Members will assist by noti-
fying staff of conferences they recommend be added to the 1ist by providing
dates, locations, and if possible, estimated expenses,

Establishing conferences. The executive committee reviews tine 1ist and
submits to the council by the first meeting of each fiscal year its recommen-
dations regarding which conferences are appropriate for council representation
and the number of members to be sponsored by the council to each conference.
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At its first meeting the council approves, subject to ad justment, the
number of sponsorships recommended by the executive committee. Members pre-
sent may indicate their preferences, Staff sends the approved 1ist to all
members the week following the council meeting. -

Counc1l members have 30 days from the date of mailing to inform staff, by
mail or phone, of the conference{s) for which they wish to be sponsored.

Limjtat{pns;ﬂ’ﬁanbers shall be sponsored to no more than three conferences
per year. : ‘

Priorities. If there are more requests to attend a conference than the
number of sponsorships approved, the following order of priority shall be used
subject to the provisions of the fifth item:

o Conference presenter on ﬁrogramragenda,(iimited to eligible expendi-
tures not reimbursed by the conference), or a person in, or seeking, a
leadership role in the organization

o Council chair
o  Council chair-elect
0 Executive committee members

o Conference content similarities related first to the members' council
responsibilities and second to the members‘ employment responsibility

o Tenure on ICoV:, 1f attendance at meetings has averaged 75 percent, or
contributions tc the council have been significant

o If more than four individuals have been approved to attend a confer- ,
ence, a first-year member (or a member who has not previously attended
or been sponsored to a conference) shall be sponsored in the fifth slot
providing conditions in the fifth and sixth items above are met

Conference "slots" not filled at the end of 30 days may be filled on a
first-come, first-served basis provided the member's attendance record is sat-
1sfactory or by a member who has not previously attended or been sponsored to
a conference,

Exceptions and changes. Participation in nonrecurring conferences sched-
d Tate Tn the fiscal year shall be determined by the chair based on avail-
ability of resources and the spirit of previously stated conditions. Requests
should be through staff, The chair may elect to poll the officers and/or
executive committee.

Any request from members for changes, exceptions, or alterations not
otherwise provided for shall be directed to the chair whose decision shall be
based upon the efficient use of resources and in keeping with the spirit of
the previously stated conaitions, Staff shall keep a record of the requests
and decisions that are a matter of public record.
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Responsibilities of Council Members

Volunteer. Assist staff in preparE ng list of conferences by providing
dates, locatfon, purpose, registration fees, and so on.

_ Travel expenses. Indicate your par—ticipation interests in accordance with
the guideTines for conference participation, , :

Seek additional funding sources to help defray costs to council that could
be used to sponsor another council memb-er. In most instances, the person will
acquire information that-is also benefi <ial to his or her employer. Employers
are often willing to pay part of the exgpenses.

Members are expected to use the mos & efficient and economical travel
arrangements possible, Car pooling, whe=re practical, is encouraged.

Make own travel arrangements.
Provide the following to the counci & of fice 4-6 weeks prior to conference:
0 Travel costs and departure/re=turn times
0 Lodging costs
0 Registration fees
0 Other expenses such as taxi, materials to be purchased, and so on
»(Staff‘ must request out-of-state btravei approval from the fiscal agent.)
Reimbursement cannot exceed the amou mt requested. Staff will add per diem
allowance., Members cannot charge expens-es to the council (such as plane tick-
ets). If registration fees are extremel v expensive, there is a process to

direct bill this, providing the informat —on and request is submitted at least
d mnth in advance. R

Reporting. Report about the conferesmice to the council at the next meet-
ing. The report. should 1nclude the foll owing:

0 Key topics and issues discussed

0 Trends and their implications for the council

0 Resources (such as materials avaiE able from other states, follow-up
\;Df‘::zﬁl)‘lﬂps, speakers that might be 4dnvited to council meetings, and so
forth

A written report is not an absolute r~equirement, but is is strongly
eéncouraged. Reports may be a narrative o=r a simple 1ist of 5-10 key concepts.
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The oral report given at the counci] meeting should fit the al Titted tirme
on the agenda. (The agenda shows tke time frame and number of Persm repor—t=
ing.) If you feel your report needs more time than the agenda nommily
allows, please contact staff a couple of weeks prior to the meeting o extra

Written reports can be included in meeting packets 1f sent to stiff {n
advance or can be mailed to members after the imeeting.

_If members attend a conference Sponsored by another funding sour and
feel information gained would be useful to the council, they should notify
staff so their report can be scheduied on the agenda,

Public relations, Help the council increase its visibility and siablistm

Ison relationships with other groups through the following:

good

0 If the council funds the trip, register and show affil{:tion xa stat e
council member rather than your business, agency, or school district,

0 You may. be attending the conference at your employer's expense(r as a

representative of your occupation and area of expertise, Confeence
participants are often asked to introduce themselves and tell jhm thems
represent. Please indicate you are also a member of the statecounci

on vocational education.

0 Many council members receive personal publicity through the medla or
are introduced as a Speaker or special guest. Include your menbershi p
on the state council when providing information for introductims,
interviews, etc. You may also want to indicate council responshil{-
ties and Teadership responsibilities,

0 Distribute councii business cards as you would your own bus iness card
when you travel.. :

State Council Handbook

Handbooks usualily contain jndependent procedures and policies Folloed by

the council. They are saldom formally adopted by a council, but most of theip
parts have been at one time or another,

Construction of the handbook and annual updates of i1ts contents arestaf f
functions. If a state council does not have a handbook, staff may wishto
suggest that one be developed, although this is an activity for which sff
may certainly take the initiative and provide to the council.

If the council has already suggested to the staff that a handbook be com-
piled, a 1isting is included 1n this section to help you get started. Ifa
council committee has been anpointed to assist, they may wish to reviey
revise, and adopt thé»QEt]inEEQP perhaps each member could take a sectinto
develop, b S .
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Putti : ngligether = a handbook is not as simple as it sounds, Whitusually
happens 1 s tht you = discover materials that should be included havenot been
fully devi-@198d or a2z re in need of revision so you end up writing ani develop,
ing much . Oflhe contement. Policies often remain as part of councilnnutes any®
will have - tibe seare-ched. The project will consume a great deal of support
staff's t  dme

The fewollofing 1is=st contains information (taken mostly from the lwa Hand.
book) tha—t my be heT1pful components in a state council handbgok. Sme is
found in ®Ehe WS/CoVEEE -Handbook and may not need to be repeated.

0 Cowmsncll Goals and Objectives

=~ Concil ppiaal osophy

== Conil go==als and objectives i 7 o
-- C;oun:;ﬂ maredates. of the Perkins Act (NAS/CoVE -Handbook, Chipter
vill -

-~ Diwran of relationship of mandates to council goals and ohjectives
=~  Sumry of council role and functions (for use as a handmti

0 Comancl Hember—ship

=~ Canil and 1 staff directory, public and confidential, pr eferred
mailing
== Biographica =1 sketch of counci] members

0 Couizneil struct= ure

=~ r Comittee satructure

-~ ®&Conlttee gcoals, objectives, and activity summary '

=~ B yram of c=commi ttee goals showing relationship to goals, ojec-
L 1w, and mmandates of council '

-~ MOrgizatior=n charts showing council relationship to various agen-
c=1i¢, office=s and boards to whom they report or with whom they work

o Courmci Activit=y Sﬁgﬁ;ééulgé

-- CZaludar of council-related events, regional and national metings
QX NAJCoVE me-=etings; ‘Chapter 111 of Handbook) -

-~ CZalmlar of events, liaison groups, such as vocational educition
C=omnity, t —he JTPA community .

== L_1stof coun scil approved out-of-state conferences (possibleconsid-
e=rallns, se.-e NAS/COVE Handbook, Chapter V)

-~ SSctdiled re=ports of committees, vendors, or others to council

-~ Coumll meet=1ng schedule, committee meetings schedules

© CounmcilMan of ~ Work/Committee Activities

-~ W¥ornan re~+flecting process, time ’Fré:nes, and cost estimate for
aTLtiling cow uncil goals. This may be the culmination of comittes

WD ry p]an‘rs; :
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== Activity sections, related to council goals/objectives of the plan
of work, that might include coordination with JTPA, private sector
initiatives, high school dropouts, distribution of funds, State
plan, technical committees., Each activity section would 1nclude
committee reports, activities, calendar, and membership; reports of
issues addressed at conferences related to the activity; and
research and studies and related data.

-~ Coordination chart showing the relationship of the committees to the
overall mission of the council. Descriptions of how committees feed
into or affect the council's mission should be included.

o Policles and Procedures

-~ Council bylaws
=~ Council policies, such as--

-= personngl

-= travel

== research and studies

== public hearing

-- development of 1iaison relationships
-~ expenditure of funds

Council practices (if not part of plan of work or policy)--

-~ participation with other organizations
-- recognition of achievement
== reporting practices, to governor, state board, and others

0 Business Transactions

== Council budget
== Council minutes, current year ,
-- Summaries of council minutes (action items), previous years

0 Legislation, rules and regulations

-- State (highlighted and/or summarized as appropriate)--

-- vocational education legislation

-- elementary, secondary, postsecondary, adult, higher education
that relates or affects vocational education, such as community
colleges, dropout, alternative, bilingual, General Educational
Development, area vocational schools.

== education budget

-= public meetings

enabling legislation

economic development

= labor laws

== employment and training

104

)
w0




o)

Q

-- Federal (highlighted and/or summarized as appropriate)--

-- Carl D. Perkins Vocational Education Act (NAS/CoVE Handbook,
Chapter VIII) -

== Job Training Partnership Act (NAS/CoVE Handbook, Chapter VIII)

-- Special Education Amendments i

== Civil Rights regulations for vocational education

Council Correspondence

-- Letters of advice to Governor, State Board, JTCC, and others
== Information (testimony) letters to legisiators from council or its
members

tations of legislation, policies, and so on
-- Responses to council recommendations

Council Reports

== Executive summaries

== Highlights of council recommendations

== Findings and conclusions of council studies
-~ Data summaries

Informatijon on Related Agencies and Organizations

-~ Organizational charts of state agencies

-- Directories of board, councils, committees and commission members
(state board, special education advisory community, JTCC members,
SOICC members, legislative commissions and committees, postsecondary
board members, association staff and officers)

== Summary notations describing major responsibilities of agencies and
organization

National or Federal Information

-- Directory of U.S. Departments of Education and ‘Labor staff with whom
the council works (NAS/CoVE Handbook, Chapter V)

-- Information highlights about the National Council on Vocational Edu=
cation (NAS/CoVE Handbook)

-~ Informa%ion about national organizations with whom state councils
work such as NAB, National Center for Research in Vocational
Education, AACJC, AVA, ASTD (NAS/CoVE Handbook, Chapter V)

-- Information about the National Association of State Councils on
Vocational Education

Other Helpful Information

-- Acronym 1ists (NAS/CoVE Handbook, Chapter X)
-- Definitions (NAS/CoVE Handbook, Chapters VII and X)
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-~ "Copy ready" summaries of council activities, legislation summary
(NAS/CoVE Handbook, Chapter VIII) and other information useful as
handouts or transparancies when making presentations

== Sample letters for corresponding with elected officials (NAS/CoVE
Handbook, Chapter VIII)

-- Historical summaries of legislation (NAS/CoVE Handbook, Chapter 1X)

-~ Sample travel forms ' )

~- Former council members

~- Format outline for reporting conference participation to council

== Position statements from other groups (NAS/COVE Handbook, Chapter
1v) -

== Summaries of

oroposed legislation, bill numbers, and so on

Bylaws

Bylaws of state councils should be based on the guidelines of parliamen-
tary procedures followed by the state. If a state council is established in
the state's laws by legislation, state regulations regarding format will need
to be followed in preparing bylaws. Bylaws and any revisions made to them may
need to be processed through appropriate state procedures and reviewing agen-
cies. State councils most Tikely to be established through state law are
those receiving state funding in addition to federal funding. State councils
may be in state law if their federal funds must go through the state's legis-
lature for approval! or authorization to be spent,

Following are examples of major content areas of state council bylaws.
The NAS/CoVE Bylaws may also serve as an example. These are located in Chap-
ter III of the NAS/CoVE Handbook. State councils are willing to share their
bylaws. Most council offices have examples from other states in their files.

Suggested content of state council bylaws includes the following:

0 Name of council, acronym, motto, slogan

0 Council goals, purpose, mission statement (goals often closely align to
the goals of federal legislation for vocational education)

0 Statutory authority (quote of federal and/or state legislation)

0 Statutory responsibility (may quote the federal and/or state assigned
responsibilities)

0 Operaticnal procedures--
== How the council is certified
~~ How the council establishes policy, what policies will be

established .
== How the council develops and uses its plan of work
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0 Membership of the council, may be 1isted as described in federal

legislation--

-- Appointing authority
-= Term of service
== Responsibilities for participation and reporting

o Officers, responsibilities, and elections=--

== Identifies officers to be elected, termm of service

-- Describes responsibility, including executive committee, committee
chairs

== Qutlines election process including nominations, date, voting,

filling vacancies
o Committees--

-- Establishes committees and their responsibility
== OQutlines or states purposes
0 Meetings--
== Describes manner in which meetings are conducted
-- Indicates how time, place, and dates are established
-- Outlines the use of an agenda
-- Indicates level of public participation at meetings
== Establishes quorum Tor coriducting meetings
== Provides for business transactions between meetings
o Staff=--
- Desg@ibes employment of executive director, who will employ other
staf
-- States major function of executive director
-- Establishes use of personnel policies
o Fiscal management--
-- Indicates authority to select fiscal agent
-~ Outlines responsibilities of fiscal agent
-~ Authorizes use of financial policies
0 Amendments to bylaws--

-= Sets out process for revision of bylaws
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MEETING THE MANDATES

This chapter takes on a slightly ditferent format from previous chapters.
Each council mandate is stated as presented in the Perkins Act. The manner in
which the council is to fulfill the mandate, such as & report, advice, or
recommendations, is listed. These are aligned with the audience for the
information.

Suggestions to assist councils 1n addressing their mandated responsibili-
ties are also listed. The suggestions reflect topics or information that
might be useful to council members as they plan work for fulfilling each man-
date. The suggestions are presented as "idea-starters" and are not designed
to provide a step-by-step process. Sample recommendations or advice are
intentionally omitted so as to not bias the user. Suggestions are designed to
spark ideas regardless of existing perceptions.

Process, procedure, suggestions, and helpful hints for examining the sug-
gestions as stated can best be garnered from other chapters in the handbook
such as the chapters on 1iaison relationships, council meetings, council
staff, and administration and organization.

The importance &f council involvement in the development and decisions
pertaining to council activities is important as are variations among the
states. Councils, 1ike any group, sometimes get established in tradition and
find it difficult to modify current procedures. The following ideas may help
staff to provide leadership for alternative choices.

The mandated responsibilities described in this chapter are to "be per-
formed at least once during the period covered by the State plan," unless
otherwise indicated. The first state plan is for three program year periods
(1984, 1985, 1986); subsequent plans are for two program year periods (1986-
1987). Therefore, the first council reporting years include fiscal years
1984, 1985, and 1986, with the reports being due on March 31, 1987 (following
year). The second report spans fiscal years 1987 and 1988, with reports due
on March 31, 1989,

Public hearings arnd work with technical committees are required annually
by the Perkins Act and its regulations. Consultation on the state plan is
also required more frequently if amendments are proposed.

The Carl D. Perkins Vocational Education Act, Section 112 (d)(1): “Each
State council shall meet with the State board or its representatives during
the planning year to advise on the development of the State plan.”

Format: Advice Audience: State board
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Section 114 (b)(1): "Each State plan shall be submitted to the State couneil
on vocational education for review and comment not later than 60 days. prior to
the submission of the plan to the Secretary."

Format: Comment Audience: State board

Section 114 (b)(2): "If the State council finds that the final State p1--
objec%ionab]é the State counci? shall file its objections with the State woard

L - -

Format: File objections Audience: State board

Meetings of the council and state board are usually between state board
staff and council members and staff during the development stage. The board
itself may not be involved until the state plan nears completion,

The state board may have a member or two who sit in on the planning meet-
ings. Where a separate state board for vocational education exists, the board
members themselves may assume a more active role. During the state planning
cycle, the boards may devote major portions of their meetings to the state
plan. Under these conditions, council members and board members may enter
into direct idea exchanges.

Rapport between the council and the state board may be a major element in
determining both the extent and kind of advice the council is able to provide.
If the council has taken an adversarial posture, the meetings may be somewhat
formalized and input may all be in written form.

Consultation., At some point, the council should convey in writing major
points 1t makes to the state board during the planning development. This
validates that consultation occurred, but is not a requirement. The council
should express commendations as well as concerns. Consultation should occur
during each 2-year planning cycle and should be given when amendments are made
to the plan. Regulations clarify that it was the intent of the legislation
that the council be involved during the development cycle. )

Review., Section 1i4 (b)(1) of the Perkins Act requires that the "State
plan be submitted to the State council on vocational education for review and
camment not later than 60 days prior to the submission of the plan to the Sec-
retary.” Cover letters transmitting the plan to the council for review serve
as documentation that this occurred. The council should record its comments
in writing to the board as a means of verifying the review. The council min-
utes should also reflect that the review occurred.

Filing objections. Section 114 (b)(2) of the Perkins Acts states, "If the
State council finds that the final State plan is objectionable for any reason,
including that it does not meet labor market needs of the state, the State
council shall file its objections with the State board." Usually, conflicting
viewpoints or objections are resolved prior to the final plan, but if not, the
council is required to file its objections, usually in the form of a letter to
the board chair. If the council has truly been in a consultation mode with
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the state board, any unresolved objections should not surprise the board. The
state board 1s not required to respond directly to the state council, but it
must respond to the council's objections in submitting the plan to the Secre-
tary of Education. The Perkins Act requires that the Secretary consider these
camments 1n reviewing thes olan,

Some suggestions for consulting with the state board on the development of
the state plan include the following:

0 Recognize that the planning process is an ongoing, not a short-term
activity.

0 Use a council committee to meet with state zcaff to discuss issues
needing to be addressed in the plan.

0 Encourage an atmosphere for open dialogue so that the state board staff
can answer questions and clarify the impact of rules and regulations on
the plan's content,

0 Voice concerns from the beginning of the planning cycle to avoid objec-
tions to the final document.

o Work to resolve all issues prior to final document preparation.

0o Attend public hearings conducted by the state board on the plan as
observers.

Forward council findings, cénc]usiOns, recommendations, and reports
pursuant to other council mandates to state board staff who are
involved in state plan development as the information becomes avail-
able. The information should be useful in early planning activitijes.
They will appreciate being kept informed.

[w]

The Carl D. Perkins Vocational Education Act, Section 112, (d)(2)(A):
"Each State council shall--advise the State board' . . . concerning--policies
the State should pursue to strengthen vocational education (with particular
attention to programs for the handicapped). . . ."

Format: Advice Audience: State board

Format: Report Audience: Governor, business community, general public

The advice pertaining to policies the state should pursue may result from
a variety of studies conducted by the council or may be the focus of council
study. Problems are often isolated and councils suggest solutions or make
reconmendations for change, but fail to address the overall policy issues
that, if left unattended, are 1ikely to cause a reoccurrence of these or
similar issues.

111

115




The absence of policy frequently results in duplication or conflicting
activities. Policy gives stature to an issue or topic, thus bringing it to
the attention of the gerieral public,

Policy recommendations may be made at varying levels. State councils tend

toward addressing policy issues at the level of the state board and governor.
Policies directed toward state board staff irn vocationai education (e.g.,
state director of vocational education, tend to be administrative and opera-
tional), Following are areas about which recommendations for varying levels
of pclicy may surface:

0 Preparation of handicapped individuals for employment

o Employment of handicapped individuals

0 Responsibilities for preparing citizens for émpiaymEﬁt

0 Retraining workers

0 Public education through grade 12

0 Cooperation among educational levels (articulation)

0 Credit transfer

0 Tuition responsibilities

0 Teacher certification and credentialing

0 Support of private sector training

0 Incentives for economic development

0 Partnerships between public and private sector

0 Access to education and training

0 Delivery systems for vocational education programs

0 Delivery systems for state services and support

0 Open opportunities

0 Voucher systems

0 Financial resources

Use of advisory and study groups

o)
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The Carl D, Perkins Vocational Education Act, Section 112 (d)(2)(B):
"Each State council snall--advise the state board , . . concerning--
initiatives and methods the private sector could undertake to assist in the
modernization of vocational education programs. . . <

Format: Advice Audience: State board

Format: Report Audience: Governor, business community, general public

By advising the state board about "initiatives the private sector could
undertake," the council is suggesting to the board the kinds of support and
Tnitiatives it needs to solicit from the private sector. This advice will
also suggest to the board areas in which a shifting of responsibility needs to
occur. As responsibilities shift, the state board’s role and function will
shift and be altered. The council's responsibility for reporting this advice
to the governor, the business community, and general public should be helpful
to the state board because it provides an awareness among the groups,

The 1ist that follows does not contain sample recommendations. In fact,
rec-amendations are not required. It focuses more on the kinds of information
the council may seek in order to formulate advice and make these suggestions.

0 Determine the extent to which vocational education is outdated and
needs modernization including instruction, curriculum, and equipment,

0 Study management trends being used by the private sector.

Assess teacher awareness, knowledge, and/or competency for teaching
about new practices and procedures being used in the workplace,

o

0 Determine teacher competencies related to current job skills.

0 Select model] initiatives for updating teachers that incorporate the
involvement of the private sector, :

0 Study curriculum development strategies being used that invoelve the
private sector.

0 Conduct public hearings to collect ideas from the private sector about
how they can help.

0 Survey teachers to Identify their perceptions of needs to determine how
the private sector might assist them.

0 Assess the state-of-the-art of private sector involvement in local
vocational education programs,

0 Identify ways vocational education can "return the favor" to the pri-
vate sector.
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0 Assess the avai?abi]ity of up-to-date equipment in the educational
setting,

0 Seek alternatives to the delivery of vocational education that could be
provided by the private sector.

o Establish the availability of private sector facilities for use by
vocational education.

The Carl D. Perkins Vocational Education Act, Section 112 (d)(3): *“Each
State council shall--analyze and report on the distribution of spending for
vocational education in the State and on the avallability of vocational

education activities and services within the State: , . ."

Format: Report Audience: State board

This mandate has two parts, The first deals with an analysis of spending
for vocational education, The second requires a look at the availability of
services and activities for vocational educatien students, The Perkins Act
does not identify to whom the council reports, but it isg generally assumed
that the state board would be the recipient, The report would probably be
valuable to other audiences as well and may be of particular interest to the
governor and to local educational personnel],

Following are several ideas that may assist councils in their analysis of
these two areas.

0 Spending

== Compare the state allocation and local spending of funds.

-~ Determine "roadblocks" that may result in local education agencies
not spending their allocated allotment for various activit®as,

-= Ask local educational agencies why they sometimes don't spend all of
the funds allocated.

-= Conduct hearings to find out areas for which local educational agen-
cles need increased funding.

~=- Assess whether or not local educational agencies use available funds
to target problem areas in order to find solutions.

-~ Interview local school board members to determine how they determine
use of vocational education funds provided by the act.

(0] ‘Acpivigies and Services

-~ Develop a 1isting of all activities and services provided by the
state vocational education agencies (research, inservices, curric-
ulum development, gutdance services, and so forth).

-- Compile a 1ist of activities and services provided by other state,
federal, and local programs,
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needed programs and services.

-- Compare the above listings to determine the availability and acces-
sibility of programs and services.

-- Conduct a public hearing to identify services and activities not
readily available,

-= Assess the availability and use of vocational education services and
activities by targeted populations.

== Conduct follow-up studies of newly developed and implemented suc-
cessful activities to determine whether or not these can be expanded
to other school districts,

-=- Determine whether or not funds are available for needed services and
activities.

-- Evaluate and identify the strengths and weaknesses of the state's
vocational student organizations.

) The Carl D. Perkins Vocational Education Act, Section 112 (d)(4): "Each
State council shall--furnish consultation to the State board on the
establishment of evaluation criteria for vocational education programs within
the State; . . ."

Format: anéuTtation Audience: State board

In consulting with the state board on the establishment of evaluation
criteria, the council should present useful information to the board. There
are a variety of related studies the council may wish to conduct that will
generate information.

The council may wish to work with the state board prior to the development
of the criteria in order to identify information needed in the decision-making
process, Because of its accessibility to the general public, the council may.
be an excellent resource for soliciting the needed information.

Some suggested studies that may produce information useful to the state
board follow. The 1isting 1s not inclusive, and states may vary significantly
in their process for carrying out this mandate.

o Establish a council committee to work with the state board in an advi-
sory capacity as the evaluation system is being prepared.

o Conduct a public hearing to compile suggestions from the general public
and the private sector concerning the content of the evaluation
requi ranent.

6 Ask to be apprised of local input and general public involvement in
designing evaluation criteria,

processes.
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0 Develop a content outline or standards viewed by the council as appro-
priate in evaluating vocational education programs. Share these with
vocational education staff,

0 Survey JTPA personnel to ascertain qgality indicators they seek when
contracting for vocational education programs and services,

0 Interview employers to acquire information they view as needed 1n the
evaluation process.

0 Ask state board staff to participate in a discussion with the council
regarding evaluation.

0 Work with the state staff in field testing new evaluation systems.

0 Survey the vocational education community about what they beljeve
should be incorporated in the state's system of evaluation.

0 Ask the governor's office, the legislature, and others how they expect
to use the evaluation reports.

The Carl D, Perkins Vocational Education Act, Section 112 (d)(5): “Eachr
State council shall--submit recommendations to the State board on the conduct
of vocational education programs conducted in the State which emphasize the
use of business concerns and labor organizations. . , ."

Format: Recommendations Audience: State boanrd

A review of vocational education programs to determine the extent to which
they are using the concerns of business and labor organizations in planning,
developing, and delivering programs is necessary before recommendations can be
drawn. Council activities related to other mandated responsibilities involv-
ing the private sector may also contribute te the pool of knowledge. As an
efficiency measure, staff should help the council select activities related to
private sector and vocational education partnerships, which can result in
needed information pertinent to all three mandates,

Following are studies. and activities that may be useful to councils in
determining their recommendations:

0 Solicit business and labor organizations' concerns through public hear-
ings and surveys of local advisory councils,

0 Identify quality programs that are the result of using business and
labor concerns,

Interview Tocal personnel to determine how the use of business and
labor concerns was initiated.

Q



0 Examine teacher preparation programs to determine whether or not voca-
tional education teachers are prepared with the skills needed to incor-
porate business and labor concerns in their programs.

0 Ascertain whether or not graduates possess skills needed by business
and labor.

0 Survey local personnel to determine whether or not they are knowledge-
able of business and labor concerns,

0 Publicize exemplary program models that meet business and labor needs
and concerns,

0 Review labor market information analyses from the State Occupational
Information Coordinating Committee to determine matches and mismatches,

0 Ask business and labor to 1dentify desired characteristics of voca-
tional education graduates.

Compile a 1ist of business and labor concerns, submit it to represen=
tatives of business and labor for rank ordering, and communicate these
concerns to the state board.

o

0 Ask business and labor to suggest ways in which vocational education
could better meet their needs.

0 Use the expertise of council members from the private sector,

The Carl D. Perkins Vocational Education Act, Section 112 (d)(6): "Each
State council shall--assess the distribution of financial assistance furnished
under this Act, particularly with the analysis of the distribution of finan-

Format: Report Audience: State board

The analysis of distribution of funds between secondary and postsecondary
vocational education programs has the potential for developing into a contro-
versial issue, There are a few words of caution that staff may wish to note,

First, the mandate states "under this Act," which means only those funds
are analyzed. It is important to note that if the state uses quality planning
techniques, other resources available at these two levels will have been con-
sidered in order to achieve maximum coordination of all funding resources. If
the council fails to incorporate this information in their review, 1t may
reach a conclusion that 1is not totally accurate or appropriate,

_ For example, some states choose to fund one level from federal funds and
the other level from state funds. At first glance, 1t appears one Tevel is
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not being supported, but further Tnvestigation would reveal it is simply sup-
ported with funds from a different resource.

Second, the councii should be aware of federal criteria establishing form-
ulas and other means of determining "how much money" a local program receives.
The state's compliance is reviewed by the U.S, Department of Education; a
council review would be a duplication of effort.

Third, funds are often used to drive initiatives. This is where contro-
versy may emerge. In its analysis, the council should be cognizant of this.
The issue the council may be addressing may be the degree of emphasis placed
on the various levels and rationale for that emphasis.

Some 1ideas to assist councils in this undertaking follow:

0 Review the allocation of funds to the various purposes of the Perkins
Act,

0 Align all state and federal resources that may "match" or assist funds
of the Perkins Act to fulfill its purpose, i.e., state vocational edu-
cation funds, adult education funds, JTPA, and rehabilitation. Deter-
mine if funds allocated by the Perkins Act duplicate or coordisate
efforts from other sources, Compare these at both secondary and post=

0 Compare allocated resources to distributed resources.

0 Assess reasons why local educational agencies may not use funds allo=-
cated or distributed to it.

0 Ask local educational agencies to identify needed services and programs
not being provided because funds are not available.

0 Seek shifts in trends of funds distributed, Determine if funds are
driving priorities or if priorities are driving funds.

0 Study an area of funding to determine 1f the funds are resulting in an
impact,

0 Where flexibility or state priorities may influence use of federal
funds, suggest appropriate distribution,

The Carl D. Perkins Vocational Education Act, Section 112 (d)(7): "“Each
State council shall--recommend procedures . . . to ensure and enhance the_ par-
ticipation of the public in the provision of vocational education at the 1o:al
Tevel within the State, particulariy the participation of local employers and
local labor organizations. . . ."

Format: Recommendations Audience: State board
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This mandate asks the council to recommend ways to ensure that the pri-
vate sector is involved in local programs. Probably more than any other man-
date, this one addresses administrative policy issues. For the state board to
be able to show that the public, iocal employers and local labor are involved
in vocational education, regulations governing state approval of local pro-
grams operation and data reporting are probably required. This comes from use
of the word “ensure.,"

The word "enhance" has connotations of promotion and public relations, two
activities generally not thought of as state board functions. Enhance also
suggests "improvement." Quantity improvement is rather easily identified, but
quality improvement is less tangible. For the state to work to improve the
quality of private sector involvement suggests a role and/or function not pre-
viously considered as belonging to the state board of education.

Again, in the interest of efficiency this mandate should be approached
along with others related to the private sector involvement. Some suggestions
follow:

0 Identify positive ways in which the public is already involved.

o Describe ways in which the public is not currently involved but could
be.

0 Develop a Tist of benefits to vocational education that result from
public involvement.

Focus recommendations around instruction, curriculum, equipment, and
personnel.

(o]

0 Survey local employers and labor organizations to determine their cur-
rent involvement and interest in vocational education.

0 Ask local employers and labor organizations to suggest ways they can
work with vocational education.

o Solicit position papers and newsletter editorials from local employers
and labor organizations pertinent to ways they can be involved in the
local delivery of vocational education.

0 Survey vocational education teachers to determine ways they involve the
private sector in their programs.

Encourage active local advisory councils.

(o]

o Identify specific needs of local employers and local labor.

0 Align vocational education activities with local employer and labor

needs to determine discrepancies.
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0 Review policy and practice of the state board of education to determine
how it encourages and how it discourages public involvement at the
local level,

0 Examine state statutes to jdentify incentives for public involvement in
Tocal vocational education programs.

The Carl D, Perkins Vocational Education Act, Section 112 (d)(8): “Each
State council shall--report . . . the extent to which the individuais
described 1n section 201 (b) [' handicapped individuals; disadvantaged individ-
uals; adults who are in need of training or retrain1ng, individuals who are
sing]e parents or homemakers; individuals who participate in programs desi?ned
to eliminate sex bias and stereatyping in vocational education and crimina
offenders who are serving in a correctional institution'] are pravided with
equal access to quality vocational education programs; . . .

Format: Report Audience: State board

Emphasis 1s given in the Perkins Act to the provision of programs and ser-
V1CES for targeted populations. Efforts to meet the counci1's mandate for
"analyzing the availability of activities and services" may be ea2sily coordi-
nated with this mandate for efficiency. As the council analyzes the distribu-
tion of spending for vocational education, the emphasis given to targeted pop-
ulations will also surface.

- This mandate may also be reviewed in conjunction with the council's review
of JTPA programs and services., State linkages to serve these special popula-
tions are apparent between vocational education and JTPA. If linkages are not
apparent, the jssue may be addressed by the council as it fulfills reporting
requirements for both mandates.

"Equal access to quality vocational education programs” is a tw@-part;
emphasis of this mandate. Not only is equal access to be addressed but also
whether or not the access 1s to high quality programs.

Some activities that may help the council in preparing its report include
the following:

0 Identify all state programs under the Perkins Act that serve the iden-
tified populations.

o Compile a similar 1isting of programs funded with other state and fed-
eral resources that serve these and other identified populations.

0 Compare programs funded by the Perkins Act to those funded by other
programs to identify coordination, duplications, voids, and so on.
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0 Suggest evaluation criteria when consultisg with the state board that
will ensure quality programs for the participants.

o Tour or visit special programs.

0 Review ithe stated purposes of each of the programs and assess the
extent to which they meet federal guidelines, as well as needs of the
participants.

0 Conduct hearings to gather information about services needed by tar-
geted populations,

Report on the distribution and use of funds for special programs
designed to meet needs of special populations.

(=]

o Identify exemplary model programs that serve special needs of targeted
populations,

0 Assess the extent to which mainstreaming is used.

0 Evaluate teacher preparation and inservice programs to determine the
extent to which teachers are prepared to work with special needs

students,

0 Survey local school board members to determine their awareness of needs
of special population groups 1n their districts.

0 Review local advisory council minutes to assess the concern and empha-

sis given to programs to meet the needs of targeted groups,

o Prepare financial information that depicts the financial impact of pro-
viding quality vocational education programs to special populations.

o Collect data available from other sources that identifies the number of
persons who may have special needs that vocational education can meet.

, The Carl D. Perkins Vocational Education Act, Section 112 (d)(9)(A)(i):
"Each State council shall--evaluate at least once every two years the voca-

tional education program delivery systems assisted under this Act, and under
the Job Training Partnership Act, in terms of their adequacy and effectiveness
in achieving the purposes of each of the two Acts. . . ."

Format: Advice Audience: Governor, State Board, State Job Training Coordi-
nating Council, Secretary of Education, Secretary of Labor

The mandates of the Parkins Act pursuant to council responsibilities for

vocational education provide much of the information needed to fulfill this
mandate. Most problems and positive features of the vocational education
delivery system surface through other studies. Information about the JTPA
delivery system may also surface, but the need for a more thorough evaluation
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of JTPA probably remains. JTPA generates a great deal of data and information
for federal reporting purposes. The council should review this information to
help identify areas it wishes to study further. This is much 11ke a desk
audit that throws up red flags. This report will be useful not only at the
state level, but also at the federal level as reauthorization and new legisla-
tion are be1ng prepared.

Ideas for evaluating the vocational education delivery system include the
following:

0 Identify the purposes of the Perkins Act.
0 Identify the purposes of the JTPA.
0 Collect information pertinent to the purposes of the two acts.

0 Identify state needs that can be addressed by both acts.

of the services they received.

0 Review data collected for reporting of both acts to ascertain the popu-
lations served, types of services given, cost of services, and so
forth,

o Approach the evaluation by segments and examine one purpose of each act
at a time.

0 Work in concert with the state's JTCC for joint evaluation efforts
where possible.

o Conduct public hearings about the adequacy and effectiveness of the two
programs.

0 Compare services provided with labor market information.

. 0 Collect information about the use of vocational education programs in
the provision of JTPA services,

o Assess the accessibility of vocational education to JTPA.
o Interview PIC members for their viewpoints on the quality of services.
o Compare training costs statewide.

0 Analyze services needed in relation to services provided.

prograﬁs.
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0 Assess the state's commitment to the two programs.

¢ Search for alternative delivery systems that may be useful in your
state,

The Carl D, Perkins Vocational Education Act, Section 112 (d)(9)(A)(ii):
"Each State council shall--make recommendations . . ., on the adequacy and
effectiveness of coordination that takes place between vocational education
and the Job Training Partnership Act."

Format: Recommendations Audience: S5tate board

Format: Advice Audience: Governor, State JTCC, Secretary of Education,
Secretary of Labor

Emphasis on coordination throughout both the Perkins Act and JTPA is
immense. Coordination must be addressed in state plans and in a variety of
reports required of both programs. Council members will find evidence of
coordination in nearly every initiative they undertake if they develop a con-
sciousness level for 1t, The reverse is also true. Many activities reveal
turf protection attitudes that are easlly detected as barriers to many
initiatives,

Following are some examples of activities that may help the council in
collecting information about coordination:

o Analyze the services available through both program:.

o Identify vocational education programs used by JTPA to prepare clients
for employment.

0 Survey SDA personnel to determine how programs are coordinated.
o0 Determine why some school districts choose not to participate in JTPA.

0 Assess the extent to which PICs and local advisory councils communicate
about coordination efforts,

0 Ask PICs and local advisory councils to 1ist activities in which they
could sponsor joint ventures.

0 Interview SDAs, PICs, school administrators, and advisory councils to
ask why they coordinate or do not coordinate programs.

0 Identify state-level mechanisms for coordination and assess their
effectiveness,

o Compile a 1isting of all activities used to enhance coordination at the
local leveld,

ot
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0 Determine what coordination activities have the greatest impact on pro-
gram quality, number of clients/students served, or other areas of
interest to the council,

0 Meet jointly with the JTCC to discuss coordination strategies.

The Carl D. Perkins Vocational Education Act, Section 111(d): “Each
State board, in consultation with the State council, shall establish a limited
number of Technical Committees to advise the council and the board on the
development of model curricula to address State labor market needs. Technical
Committees shall develop an inventory of skills that may be used . . . to
define state-of-the-art model curricula . . . provide the type and level of
knowledge and skills needed for entry, retention and advancement in occupa-
tional areas. . ., ."

This mandate is not mentioned in the Perkins Act where the establishment
of the state council and its responsibilities are delineated. It is an
indirect mandate because it directly mandates the state board to consult with
the council. Further, it mandates that the technical committee advise the
state council.

Use of the technical committee's advice may be helpful to the council in
evaluating vocational education programs. Councils may become extremely
1nvolved in consulting with the state board about the manner in which the
technical committees will design their work and the policies under which the
committee will function.

The council’'s consultation may be enhanced by making suggestions such as
the following for use by the board:

0 Suggest individuals to serve on technical committees.

0 Work with the state board to estabiish the process to be used by the
committees,

0 Suggest curriculum to be developed,
0 Assist in identifying appropriate labor market needs,

0 Consult on how the skills inventory will be designed.
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